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AN

A.~SIS

OF BUIX;ETING PROCESSES AND STRATEGIES

IN SEI.EcrED ILLINOIS BACCALAUREATE

NURSING SCHOOlS
The purpose of this stu:ly was to identify, analyze, and compare
the tasks, actor;:;, structure, teclmology, environment, and strategies
associated with the preparation, presentation, authorization, implerrentation and evaluation of bu:lgets as described in the literature between
1964-1976, and as practiced in ten Illinois baccalaureate nursing schools
in relation to .their 1976 fiscal year budgets.
'Ib generate data from the literature, a comprehensive review.of

publications on bu:lgeting from the fields of business, rranagement, public
administration, economics, organization theory, and higher education,
between 1964-1976 was undertaken.

A field stu:ly of ten selected baccalau-

reate nursing schools in Illinois was conducted to obtain data on actual
budgeting practice, through interviews with nursing administrators involved in bu:lgeting, and the study of doctmter1ts pertinent to the 1976
fiscal year budget in each school.
A comparative analysis of the literature and field study findings
revealed that:

(1) There are several years lag between the literature

and actual budgetary processes and strategies in the schools investigated;

(2) There are differences between private and public schools in the

presentation and authorization of bu:lgets;

(3) All the schools investiga-

ted showed indications of compliance with statutory guidelines pertinent to
allocation of resources essential for the operation of baccalaureate
prograrrs;

~ursing

(4) In all the schools investigated, students did not fornally

participate in the budgetary process;

(5) Among the budgetary processes,

budget evaluation received the least attention in the schoOls investigated;

(6) There was a favorable envirorurent for the funding of baccalau- ·

eate nursing programs;

.

(7) The structure for the budgetary processes in

each nursing school reflected the placerrent of the nursing program in the
organizational structure of its .parent institution;

(8) There is a rip-

ple. toward collective bargaining in nursing schools in Illinois;

(9) There

is a trend toward fonralizErl planning in the ten institutions studied;
(10) There was no attention given to the education of nursing admininstra-

tors on the budgetary processes and strategies within each of the institutions investigated.
Several recormendations are offered as a result of this stu:ly,
including:

.

'

( 1) Continuing education workshops on budgetary processes and

strategies with enphasis on technological approaches should be conducted
by professional nursing organizations and by colleges and universities;
(2) Nursing schools through interinstitutional cooperative efforts should
conduct cost-analysis and cost-effective stu:lies and develop cost standards for nursing education.
are offered including:
sanple;

Several recorrnrendations for further study

(1) Replication of this study using a national

(2) Investigation of the -role of administrators, faculty and

students in budgeting in nursing schools and their parent institutions;
(3) Investigation of the resultant effects of collective bargaining on budget preparation, presentation, authorization, irrplerrentation, and evaluation:
(4) Investigation of tl1e relationship between the formalization, configuration, centralization, standardization,· and flexibility of an organization with each of the budgetary processes.
I
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CHAPI'ER I

INTRODUCTICN
The fact that public and private institutions of higher education are having serious financial problems which will probably continue
throughout the eighties is well documented in the recent studies of the
carnegie Commission on Higher Education and others.l,2,3,4

The cammis-

sion predicts the necessity of a twenty percent reduction in total
institutional expenditures of higher education in 1980.5
Beginning about 1970, a nurriber of factors changed which affected
the financial stability of colleges and universities.

Eurich and Tickton

cite these factors as:
1.
2.
3.

Inflation, at a faster rate than had been expected
Unerrployrrent, causing rrany people to review what they were
sr:ending rroney for
Student unrest, influencing many disillusioned donors and
legislators to put money elsewhere

lcarnegie Commission on Higher Education, The More Effective
Use of Htman Resources: An !mperative for Higher Education, (New York:
M::Graw-Hill Book Co., 1972), p. 1.
.
2Alvin c. Eurich and Sidney G. Tickton, Long Range Planning and
Budgeting at Colleges and Universities, (Washington, D.C.: Acaderey for
Educational Developnent, Inc., 1972), p. 4.
3Board of Regents, Program Btrlgeting: Universities, (Columbus:
Ohio Board of Regents, 1974), p. 15.
4Earl F. Cheit, The New Depression in Higher Education, (New York:
M::Graw-Hill Book Co., 1971, p. 5.
5carnegie Comnission, The More Effective Use of HlUllail Resources,
p. 1.

1

2

4.

5.
6.
7.
8.

Excess sp:tce. State institutions which were abreast of their
construction programs for the first time in years could now
accorrnodate nost or at least a great many of the students that
private students used to enroll
The dip in the stock :rrarket, dampening the generous attitude of
some foundations and rich donors
A tight federal and state blrlget situation
The surplus of Ph.D. 1 s and highly trained engineers and scientists
The actual closing of a number of colleges6
In the face of limited resources, the basic problem that colleges

and universities must address therrselves to is how best to allocate the
institution 1 s limited res<;mrces.

Benacerraf arrl others state that:

The whole of higher education faces growing financial problems of a
seriousness unprecedented since the depression of the 1930 1 s. It is
obvious that, now, as never be:fore, every effort rust be rrade to make
effective use of available resources--both to protect educational
objectives threatened by insufficient funds and to persuade possible
sources of additional funds, private and public that new monies would
be used widely.7
A similar concern was expressed in a statement embodied in a report
prepared by the Illinois Board of Higher Education: " ••• higher education
is confronted by an array of demands and constraints that signal the great
need to utilize more effectively all existing resources available to this
State ..... a
The ubiquitous depression faced by colleges and universities underscores the need for educational administrators to take a new look at
the prirrary instrument for allocating resources--the college budget.
This research investigation is concerned with the comparative
analysis of budget planning processes and strategies as described in
6Eurich and Tickton, Long Range Planning and Bud<]eting, p. 4.
7paul Benacerraf et. al., Budgeting and Resource Allocation at
Princeton University, (New York: Ford Foundation, 1972), p. 345.

aIllinois

Board of Higher Education, .Master Plan-Phase III,
(Illinois:Board of Higher Education, .May, 1971), p. 3.

~·.
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in contemporary literature and as practiced in the 1976 fiscal year
budgets of selected Illinois baccalaureate nursing schools.
Staterrent of the Problem
The following questions will serve as the focal ix:>ints of the
study:
1.

What tasks, actors, structures, technologies, environrrents
and strategies are involved in the preparation, presentation,
authorization, .inplementation, and evaluation, of budgets as
described in contemporary literature?

2.

What tasks, actors, structures, technologies, e..'1vironments, and
strategies were operant in the preparation, presentation, authorization, implenentation, and evaluation, of the 1976 fiscal yeq.r
budgets of selected Illinois ·baccalaureate nursing schools; inclividually, and in the aggregate?

3.

What cormonalities, similarities, and differences exist between
the· tasks, actors, structures, technologies, environments and
strategies. involved in the preparation, presentation, authorization, .inplerrentation, and evaluation, of btrlgets as described in
contemporary literature and as operant in the 1976 fiscal year
budgets of selected Illinois baccalaureate nursing schools; individually and in the aggregate?

4.

What accounts for the cormonalities, similarities, and differences
between the tasks, actors, structures, technologies, envirorurents,
and strategies involved in each phase of the budget cycle as des-

cribed in contemporary literature,

and

as operant in each phase

of the budget cycle of selected Illinois baccalaureate
schools; individually and in the aggregate?

nursin~
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Purpose of the Study
This study will:
l.

Investigate, identify, and analyze the contemp::>rary literature
on budgeting processes and strategies.

2.

Investigate,

ident~fy,

and analyze the o:perant processes and

strategies underlying the 1976 fiscal year budgets of selected
Illinois baccalaureate nursing schools, individually and in
the aggregate.
3.

Compare and contrast the budgeting processes and strategies
as describa:i in contenpora:ry literature and as operant in the
1976 fiscal year budgets of selected Illinois baccalaureate nursing
schools, individually and in the aggregate.

4.

Fbnnulate conclusions and recomrendations regarding budgeting in
Illinois nursing schools.

5.

Identify areas for further research investigation.
Definition of Tenns

1.

Budget - the details of m:magerrent plans for operations expressed
into noney units, so that the results may be projected into expected financial statements.9

2.

Process - a series of actions or operations conducing to an end.10

3.

Strategy - the science and art of errploying the tx>li tical, economic,
psychological, social, and other forces in an organization to effect
the optimal attainrrent of goals and objectives. 11

9williarn J. Vatter, Operating Budgets, (California :Woolsworth
Publishing eo., 1969), p. 16.
1 0webster 's Seventh New Collegiate Dictiona:ry, G
Co., 1971, .p. 68.

llibid., p~ 867.

&

C. Merriam ,

5

3.

Strategy - the art and science of errploying the political,
econanic, psychological, social, and other forces in an o:tganization to effect the optimal attainment of goals and objectives.ll

4.

Budget Cycle - the continuous and iterative process of preparing,
presenting, authorizing implementing, and evaluating a budget.

5.

Tasks- are the things to do and for the school and its constituents; the performance variables which are generated from an
organization's general reasons for existence and continuance. 12

6.

Actors - are the doers of tasks: administrators, teachers, paraprofessionals, students or machines .13

7.

Structures - are the roles and positions, carmunication networks
and work flow utilized by actors in performing tasks.l4 .

8.

Technologies - are the problemrsolving inventions and developments
which seek. greater rationality and greater efficiency in organization life and organization functioning.l5

9.

Environment - the aggregate of

surro~gs

internal and external

to the sclnol which affect its existence, i. e.: hl..liTE.fl relations
of individuals and groups, conmunity-schoo], relations, politics
of education and assorted concerns about the financing of schools .16
10.

Baccalaureate Nursing School - state-approved nursing programs
based in a senior college or university for the purpose of preparing professional nurses; maybe a separate school, a division,
or. department within a college or university.
11 Ibid. 1 P'• 867 •

12J. H. McGrath, Planning Systems for School Executives: The
Unity of Theory and Practice, (San Francisco: Intext Educational Publishers,
1972), p. 49.
I
16 Ibid., p. 159
13Ibid., p. 91;
14Ibid., p. 65;
15rbid., p. 138

~
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11.

Nursing School Adrnirtistrator - the chief administrative officer
of a nursing school; nay carry the title of dean, director,
chainnan, or, coordinator.
Significance of the Study
'Ihis study will:

l.

Provide nursing school administrators with an updated and
organized reference to the contemporary literature on processes
and strategies related to the preparation, presentation, author-

ization, inplementation, and evaluation of school budgets.
2.

Provide

a· rreans of sharing budgeting processes and strategies

..,.

of selected Illinois baccalaureate nursing school
. administrators •
3.

Provide practical and useful recommendations to

~rove

budget-

ing processes and strategies in nursing .schools.
4.

Generate recommendations for further research investigation.
Limitations of the Stoo.y
The following delimit the study:

1.

Only ten out of sixteen baccalaureate· nursing schools were
included in the population studied.

2.

Only the nursing school administrators who were involved in the
· preparation of the nursing school's 1976 fiscal year budget and
still employed in the same institution in a teaching or administrative capacity at the time of the study were included in
the study sample.

3.

One of the schools included in this study was administered by ·
this reseai:cher.

~· '
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4.

The review of the literature was limited to the period covered
by the years 1964-1976.

5.

The weaknesses inherent in the use of the interview technique.
Research. Procedures and Methodology
The research procedures that were used in this stu:ly included:

1.

A review of related literature.

2.

Selection of the stu:ly sample.

3.

Developing and pre-testing the interview guide.

4.

Field study of selected nursing schools utilizing a modified
case study approach which involved site visits to the sample
schools·.

5.

Collection of data.

6.

Presentation and analysis of-data.

7.

Sl.lr!lTio31Y, conclusions, and reca:tmE:mdations.
Review of the Literature
Jl~

comprehensive review of the literature on budgeting processes

and strategies was conducted.

For the purposes of this study, the liter-

ature search was limited to the years between 1964-1976.

This tilre frane

was selected because the "dollar squeeze" which confronted higher education
in the mid-sixties triggered the search for less costly methods for rreeting institutional responsibilities as evidenced in the increased attention
given to budgeting processes and strategies within the last decade. 17
.Since the focus of the comparative analysis in this study is the 1976
fiscal year budgets of nursing schools, limiting the review of the liter17John lDJ:Tbardi, "Meeting the Financial Crisis, " New Directions
for Corrrnunity Colleges, 2 (September, 1973}, pp. 110-111.
1
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ature provides a unifonn baseline for comparison between the literature
and actual budgeting practice.
'l'he purpose of the literature review was: to expand upon the
context and background of the study; help further define the problem,
and, to provide a framework for the subsequent analysis of data collected
from the field investigation of selected nursing schools.
Some of the sources that were investigated were 1:x:X:>ks and rrono-

. graphs, journal and periodical articles, dissertations, government reports
and unpublished manuscripts.

Relevant books and rronographs were located

through the card catalog in the library particularly as referenced by
subject. ·Journal and periodical articles ·relevant to budgeting were
identified through index sources such as the Education Index (N. Y. :

w.

H. Wilson Co., 1929) and the Reader's Guide to Periodical Literature

(N. Y.:

W. H. Wilson co., 1901), each of which indexes by subject.
Additional sources of journal references used were abstracting

journals, reviewing journals, e.g. : Review of Educational Research (Washington, D.C.: Arrerican F..ducational Research Association, 1931) and Current
Index to Journals in Education, (N.Y.:
A computerized search of ERIC and

CCM Infonnation Corp., 1969).

~TRIX

listing of articles and disser-

tations greatly facilitated the identification of publications relevant ·
to budgeting.
The Study Sarrple
The population from which the sarrple for this study was lelected
was the 1975-77 listing of state-approved baccalaureate nursing schools
and their respective administrators, issued by the Nursing Division of

the Illinois Department of Registration and Education.
I

L
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The administrators in the list who met the following criteria
were selected for the study:
1.

The administrator must have been involved in the preparation,·
presentation, .irrplementation, and evaluation of the nursing
school's 1976 fiscal year budget.

2.

The administrator must at the time of the study still be erployed·
in· the sarre nursing school in an administrative or teaching
capacity.

3.

The administrator must be willing to participate in the study.
A survey of baccalaureate nursing school administrators conducted

•

during the October, 1977 meeting of the Illinois Council of Nursing Deans
held in Chicago revealed that ten schools had administrators who qualified and were willing to participate in the study.

The school administered

by this researcher was included in the study sarrple because. at the time
this study was conducted, it had

th~

only nursing program in the state

whose faculty was organized for collective bargaining.
The Interview Guide
The interview was the technique chosen to obtain relevant data
on the processes and strategies involved in the preparation, presentation,
implementation, and evaluation of the 1976 fiscal year budgets.of the
schools studied.

Since the budget is the responsibility of the chief

adrninistrative officer of the nursing school, the nursing school adrninistrator served as the respondent for the interview.
Developing the Interview Guide
An initial review of the literature resulted in the identifica1

tion of four processes in the budget cycle: (1) preparation, (2) presen-

pr

11

8.

Does the question have constrUct validity--that is, does it measure vmat it intends to rneasure?20
A tentative interview guide was constructed based on the above

criteria.
Pre-testing the Interview Guide
Four pilot interviews with nursing aqministrators who did not
participate in the study were conducted to identify the strengths and
weaknesses of the interview guide, and, to assess the effectiveness of
the interview technique in generating desired data.

Additionally, problems

related to recording the interview and the subsequent translation and
coding of data gathered during the pilot interviews ..
The interviewees were enthusiastic about the study and gave helpful suggestions on phrasing questions.

The interview time was pared down '

fran three. hours to one hour as a result of the pilot interviews.
Validating the Interview Guide
Based on the consistency of the nature of the answers given by
the respondents during the pilot interviews, it was concluded that the
content of the interview guide had construct and content validity.

A

final interview guide was constructed with editorial revisions and was
further validated by a jury of experts in budgeting consisting of:
(1)

the dean of the College of Business of Lewis university, (2) the

vice-president for business affairs of Lewis University and (3) the vicepresident for the Glen Ellyn canpus of Lewis University.

They concurred

that the questions generated the desired data for this research study.

A

copy of the interview guide is shown in Appendix A, pp.
20stephen Isaac and William B. Michael, Handbook in Research <Jld
Evaluation, (california: Robert R. Knapp, 1972), pp. P2.-84.

l
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M:>dified case Study of Selected Schools
A modified case study approach was utilized in the field study
of sleeted schools.

Isaac and Michael describe case studies as:

... in-depth investigations of a
canplete well-organized picture
puq::ose, the scope of the study
or only a selected segment; it
· fac~rs or take _in the totality

given social unit resulting in a
of that unit. Depending on the
nay encompass an entire life cycle
may concentrate upon s~ific
of elenents and events.21

The locus of investigation in this study was the baccalaureate
nursing school.

The aspects of. the nursing school operation that were

investigated were the preparation, presentation, irrplenentation, authorization, and evaluation of the nursing school's 1976

~iscal

year budget.

The organizational elements that were focused upon were the actors, tasks,
structures, technologies, environments, and strategies involved in each
phase of the budget cycle.
The modified case study approach revolved around activities that
were carried out prior to, during, and, after the site visit of sanple
schools.
· Pre..:.visit activities included: . (1)

Setting up and confinning

interview dates and arrangements with the nursing school administrator,
(2)

Obtaining and studying relevant dOCI.lllEllts, i.e., school bulletin,

accreditation reports, organizational charts, job descriptions, faculty
minutes and btPget d<JCUrrents.

The purpose of studying the school bulletin

was to familiarize the researcher with the histo:ry, mission, philosophy,

and objective of each. nursing school and its parent institution.

Activities during the site visit included: (1)

Conducting a

taped interview based on the validated interview guide, (2)
21 rsaac and Michael, Research Handbook, p. 20.
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Organization of the Study
This study is organized into five chapters:
Chapter I, the introduction, presents the problem to be sttrlied
and provides backgroUnd for the study.

It delineates the purpose of the

study, defines the operational tenns for the reader, discusses the significance of the study to educational administrators'· outlines the re-o
search procedure and methodology, and corrments on the limitations of the
study.
Chapter II reviews the literature related to budgeting processes
and strategies with special emphasis ori budgeting in higher education.

A review of related research literature is included.

A sumnary of the

findings are presented in a table at the end of this chapter.
Chapter II! presents the data gathered from the field stuiy of
.
'
selected schools. The findings related to the processes and strategies
utilized by the nursing school administrators in budgeting for 1976-77
are presented. in rrodified case studies of the ten schools.

The field

study findings are sumnarized in tables. at the end of this chapter.
Chapter IV presents a comparative analysis of the budgeting
processes and strategies as described in contemporary literature and
observed ·during the field study.

An explanation of what accounts for

the corrm:>nalities, similarities, and differences anong the individual
schools and as compared with the literature description of budgeting
proeesses and strategies is included.
Chapter v sumnarizes the findings, lists conclusions and offers
reoornmendations for further research investigation.
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CHAPI'ER II

REVIEW OF REIA'IED LITERATURE

The review of the literature expands the context and backgromd of the study, and serves as a framev.ork for the analysis of
findings fran the field study.

Ideas, concepts, theories, and re-

search study findings on budgetary processes and strategies as
presented by theorists and practitioners in the fields of business,
rranagernent, public administration i economics, organization theory,
and higher education within the ·years 1964-1976 are reviewerl and
synthesized.
In the first part of this chapter, an overview of theore-

tical perspectives on bu::lgeting inclu::ling budget definitions, budget
fmctions, and the budgetary. processes are offered.

Addi tianally,

historical perspectives and research stu::lies related to budgeting
in higher education in general, and, in nursing education in particular, are presented.
'Ib

generate the data that serve as the framev.ork for the
a

comparative analysis between the literature and actual practice obu::lgeting, the second part of this chapter focuses on the organizational elements of tasks, actors, structure, technology, environrnent, and strategies, associated with the processes of budget preparation, presentation, authorization, implementation, and evaluation.
Theoretical Perspectives and Research
Stu::lies on Bu:lgeting
This section expands on the background and context of the
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sutdy by presenting an overview of theoretical perspectives on budgeting
with an emphasis on:

(l) budget definitions,

( 3) budgetary processes,

higher education, and
nursing education.

(2)

bu:iget functions,

( 4) historical perspect_ives on budgeting in

(5) historical perspectives on budgeting in

Research findings 1 if any, related to. each of these

areas are also presented.
Budget Definitions
Steiner gave the follaving account on how the word bu:iget

cane about:
The word budget is derived from the French bougette, ITEaning
a leather bag or briefcase. In the last century the Britisch
Chancellor of the Exchequer was in the habit of presenting tax
needs for the coming year by opening his briefcase before the
House of Corrnons. About 1870 the word budget attached to the
paper he withdrew from his bag.l
Various definitions of a budget were offered by Wildavsky 1
Cotton, and Steiner including the following:
l.

2.
3.
4.
5.
6.
7.
8.
9.
10.

A device for comparing what is being done with the estimates
of what should be done
·
An accounting technique to control costs through people
A forecast which tells a manager whether or not the predetermined level of efficiency is being ma.intained
A forecast which tells a manager where he is likely to be
A coordinated plan of action for an organization
A financial plan that serves as a pattern for control
A financial plan that serves as a systematic plan for using
ma.npower 1 ma.terial, or, other resources
A plan covering all phases of operations for a definite
period in time
A forma.l expression of policies, plans, objectives, and goals
laid down in advance by top management for the concern as a
whole and for each subdivision thereof
·
An operations plan expressly for coordination of resource

.lceorge A. Steiner, Top ManagertEnt Planning, (I.Dndon:
M:l.cmillan Ltd.) 1969, p. 294.

CollierI
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11.
12.
13.
14.
15.
16.
17.

acquisition and use, reflecting the conprehensive plan and
particular program governing it, and generally focusing upon
the short range interval
A link between financial resources and human behavior
A network of communication
A strategy
Mutual obligations and control
A series of goals with price tags
An instrl.Jirent for ensuring efficiency
·A political act2
The various definitions attached to a budget enphasize its

future orientation, concern for systematic planning, and the allocation
of resources anong

co~ting

resources.

Budget Functions
According to Steiner, budgets can serve as instrunents · for
planning, coordinating and Controlling. 3
The Budget as an Instr1,lltEilt for Planning
The Ohio Board of Regents describes the planning function of
the budget by referring to the budget as:
••• nothing but the institutional plan expressed in monetary terms
••• a scherre for allocating resources under the guidance of explicitly formulated judgements of value in a way which J:YlaXi.mizes
the productivity of program:;. 4
Ackoff's outline of the parts of a plan vividly demonstrates.
2Aaron Wildavsky, The Politics of the Budgetary Process, (New
York: Little, BrCMn and Co., 1964), pp. 1-5 as cited by William
Federsen, "Developing Criteria for Evaluating Budgeting in Public.
Cb:rrmunity Colleges," (Ed. D.dissertation, Columbia University, 1973),
p.31; Donald Cotton, Corrpany-Wide Planning: Process and Practice,
(New York: M3.cmillan Co. , 1970) , p. 136; Steiner l 'lbp M3.nagerrent
Planning, pp. 294-295.
3steiner, Ibid., p. 297.
Ohio:

4ohio Board of Regents, Planning:
Board of Regents, 1973) p. 19.

Universities (Columbus,
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the relationship between planning and bt.rlgeting.

Ackoff posits that a

plan consists of:
1.

2.
3.
4.
5.

Ends .r.-:eans

specification of objectives and goals
selection of policies, programs, procedures, and
practices by which goals and objectives are to be
pursued
Resources - determination of the types of anonnts and re-.
sources regquired, hwo they are to be generated or
aquired, and ha-1 they are to be allocated to activities
Implerrentation - design of decision-making procedures and
way of organizaing them so that the plan can be
carried out
Control - design of a procedure for anticipating or detecting
errors in or failure of, the plan and fo5 preventing
or correcting them on a continuing basis
It is highly evident from the above outline that the allocation

of resources of it.

budgeting, is part of the planning process, but, not all

By virtue of its nature as the scherre for allocating resources,

the bt.rlget serves as the

cu~ting

edge of planning.

The Budget as an Instrument for Coordination
According to Litterer, <X>Ordination

"principally concerns the

relationships between tasks or activities which must fit both form and
time into an integrated accanpl.ishrrent of sorre overall goal or purpose. n6
In this context, the bt.rlget serves as an instnment for coordination in the sense that it specifies what resources facilities, rroney -

nanpower,

are available at a given point in time.

The Budget as Instrument for Control
Control is a multidi.rrensional term which is closely related to

York:

5Russell L. Ackoff, A Concept of Corporate Planning,
Wiley-Interscience, 1970), p. 6.

(New

6Jospeh A. Litterer, The Analysis of Organizations, 2nd. ed.l
(New York: John Wiley & Sons, Inc., 1973), pp. 447-455.

~·
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coordination and planning.

Litterer perceives control as being concerned

not only with events directly related to the acconplishlrent of major
purposes but also rraintaining the organization in a condition in which
it can function adequately to achieve these major purpose.

He

identifies

three types of control practices differentiated on the basis of the tine

relationship between the controlling effort and the act being controlled.
These control practices consist of:
1.

2.

3.

Precontrol - when the controlling effort takes place prior to
the act. Much precontrol is concerned with avoiding or preventing
undesired things from occurring, and frequently this means
eliminating, rerrriving the possibility of, or in sorre way preventing an undesired act from taking place~
Current control - is concerned with the adjustrrent of performance still taking place in order to achieve an objective or
standard. . CUrrent control is likelier to consist in a i?erson ·
or rrachine making its ONn adjustrrent than to have sorre outside
influence becoming involved with control, as usually occurs
with precontrol
Postcontrol or evaluation - occurs when there is an effort to
check on whether events did come out as desired. It involves
checking after the fact, which means that information may be
gathered regarding where poople stand, but may not permit any
corrective action to take place in regard to the performance
corrpleted. It provides an opportunity to evaluate and adjust
the pararreters of the system for future operations?
The control function of the budget is best described by Steiner

in the following paragraph:

Budgets provide a powerful means for managers to discharge their
responsibilities in controlling performance. Budgets set standards
from which actions can be rreasured. Reporting systems, evaluation
techniques, and performance rreasures usually associated with budget
bperations permit managers to manage by exception.8 ·
7Ibid., p. 529.
Bsteiner, Top Ma.nagerrent Planning, p. 299.

~·
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Research Studies Related to the
Functions of the Budget
Among the studies done on budget functions were investigations
conducted in business and local gove:rnrrent.

Thre of these studies are

presented here:
cone 1 s Stu:iy on the Budget as an Instrurrent for Managerial Planning
Cone 1 s stu:iy was airred at finding out haw the btrlget TMJrks in
practice, and restate budget theory as reflected in current literature.
Among the research findings and conclusions rrade by Cone were:
1.

2.
3.
4.
5.

6.
7.
8.

The bu:lget is of greater assistance to planning than to control,
contrary to popular academic notions
Its full potential for resource planning and communication is
not being realized
Budgeting needs to be continuous. Planning should be continuous
and budgeting .is an integral part of the planning process
There are serious rigidities and ·bias toward "business as
usual" in budget practice
M3.jor gaps or lack of depth exists in the literature in areas
such as budget review, lead time, standards, pricing, pre-control
and post-control activity, dollar variance problems, budget
change process and rnultiple·company bu:iget operations
While planning activities are integrated through budget activity,
c.ontrol activities and inforrration are not
Budget responsibility and subsequent reporting may need
reassigrurent
A great need exists for nore and better training and education
in the bu:lgetary role, concepts, preparation, use and the
human relations involved9

Dunbar's Study on Interaction Between Budgets and People
Focusing on the consequence of budgetary control neachansirns
for the beliefs and behavior of organization members, Dunbar conducted
a study corrparing the effects of "goal budgets" and "constraint budgets".
9paul R. Cone,
Planning and Control,"
Los Angeles, 1964.)

"The Budget as an Instrument of Managerial
(Ph. D. dissertation, University of California,
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G:>al buigets set a goal for the arronnt of inccming resources the indi-

vidual is resfX)nsible for to insure the organization receives.

Con-

straint budgets set limitation on the fnnds which the individual· nay
spend in his particular organizational sub-nni t.

Dnnbar' s study

revealed that for both types of bu:'igets, the irrproved perforrrance is
contingent on the acceptance of the budget by the budgeted individual.! 0
Friedman's Study on Budget Function in Selected Cities
As part of a larger study of municipal credit ratings, Fried- ·

man analyzed inforrration about budget making patterns for the 1974
fiscal ·year, obtained from a questionnaire sent to the chief budget
officers of 88 cities throughout the United States with populations
of 50,000 and over.

The existence of control, management and planning

systems of budgeting were measured by the organizational arrangements
associated with the preparation, adoption and .implerrentation of the
city budget ordinance.

The particular institutional practices that

served as operational indicators of each approach were suggested by the
general literature on governmental budgeting as those most closely
identified with one budgeta:ry pu.rp:>se or another.

Friedrran' s study

revealed that anong the 88 cities:
1.
2.
3.

Control bUdgeting which seeks to a~sure fiscal accountability
and limit spending discretion was most prevalent
Management btrlgeting which is concerned with the operational
direction of the bUreaucracy and the efficient delivery of
services to the oomnunity was next most frequently employed
Finally, planning, which seeks to utilize the budget as a
vehicle to decide anong alternative colirses of action and is
closely associated with the movement for a planning, programning,
system is least evident

lORDger L. M. Dnnbar, . "Sorre Characteristics of the Interacti<Jil
Between Budgets and People," (Ph. d. dissertation, Cornell University,
1970.)

---

-----------------------------
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Friedman al.so rrade the observation that the three bu:lget making
approaches are complerrentary and that although complementary and
11
.
compatible,
the three patterns are not necessar1'1y co-equa1 •
The Bu:lgetary Processes
The developrrent of a bu:lget plan involves a series of actions
or operations which Knezevich describes as a time consuming process
with specific phases of

~ cyclical nature related to its development12

inclu:ling:
1.

l .

Preparation of the budget document, usually an executive
res}?Onsibility
2. Presentation of the prepared doctnrent usually to a legislative
or regulative body such as a school board or a board of trustees;
submission of the plan for resource procurement and expenditures·
for a· given fiscal period is likewise an executive function ·
3. Adoption or authorization for implementation of the budget;
typically a ftmction of a board of control or legislative
body, but· such legislative actions are not rreaningful until
appropriation are rrade for each segment on the nudget and
approval registered for the revenue or resource procurerrent plan
4. Administration or. execution of the authorized budget;
an executive act. · (In this pa.per, this process will be referred
to as implementation.)
5 •. Appraisal or evalup.tion of the budget doctnrent; a combined
executive leg1slat1ve activity with prirrary responsibility
resting with the legislatiVe body which assesses how well the
resource procurement plan was fulfilled and how carefully
resource expenditures followed those planned earlier and
approvedl3
·
.
For the purpose of this study, these phases of ·the budget cycle

preparation, presentation, authorization, implerrentation and evaluation,
11rewis

c. Friedrran, "Control, Managernent ·and Planning: An
Empirical Examination," . Public Administration Review, (November/ "
December, 1975) pp.625-628.
12Knezevich, PPBS p. 113.
1
13Ibid.

l
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will be synonym:ms and used interchangeably with the term "budgetary
processes."
Analyzing the basis for the preparation of a budget document

and the time plan for producing the budget document will greatly
enhance one's understanding of the budgetary

processes~

At this

i

juncture, the budget document and the budget. calendar are briefly
looked at.
The Bl.rlget D:>current
The budget decurrent is a synthesis of three significant factors:
(1) the educational plan,
·financing plan.

(2) the exp:mditures plan,

and

(3) the

The educational plan is an expression of educational

objectives to be satisfieq and related activities.

The realization of

the educational plan calls for the generation of an expenditures plan.
The revenue plan relates to the procurement of resources to liquidate
liabilities incurred in the expenditure process.l4

The Bl.rlget calendar
The budget calendar is the time plan and strategy for producing
the btrlget document.
of a budget cycle.

It is the period of tine allotted for the corrpletion
I t ranges from six rronths to a year or rrore of

preparation before adoption and execution of the budget. 15
14Ib'd
_~_., p. 114.
lSibid.

' "'
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Budgeting in Higher Education:
Historical Perspectives
In the field of education, the budget is considered as the

fiscal translation of the educational program.

The varied and changing

approaches to the fiscal translation of the educational program was
succinctly described by Schick in r:ostulating that the budget refonn in
education took on the following stages:

(l) an underdeveloped and non-

standardized budget format,

(2) the object-of expense budget format,

(3) function-object fonnat,

and (4) the program budget fonnat with

system analysis. 16
Knezevich cites that historically,

"the establishment of

budgeting in the United States carre with the passage of the Budget
and AcCounting Act of 1921, which took place about 100 years after the

adoption of governrrental budgeting in Britain." 17
Knezevich's comparison of essential characteristics of the
three types of budgets will enhance one's understanding of the
evolution of the budget from a traditional or object-of-expense
fonnat in the 1930's, and to the program budget fornat characteristic
of the 60 's, and is presented belCM:
l.

Prinary Mission of the Budget
Traditional - Disciplined expenditures control
Perfornance - Work-cost data accunulation and expenditure control
Program - Fiscal implications of objectives attainment of data
and expenditures control

16Allen Schick, "The Road to PPB: The Stages of Budget Reform,"
Public Administration Review, 26 (December, 1966) pp. 243-258.
17Yillezevich, PPBS, p. 112
I

L
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2.

Primary Concern of Budget Officers
Traditional

Safeguarding funds for assigned uses;
stewardship and protection of fiscal resources
Performance - Gathering information on costs of various
functions or work process in organization
Program - Determining relationship between objectives and
expenditures for each alternative

3.

Perception of the Budget as Fiscal Instnment
Traditional - Instrumental for fiscal control
Performance - Instrument for cost-analysis and efficient promotion
Program - Instrurrent for planning and analysis needed· for
resource allocation decisions

4.

Prime RD.les for Budgetary Agency and Officials
Traditional -

Fiduciary-fiscal tool developments; responsibility
for fiscal control operations or items
Performance - .Maintenance of efficiency processes, activities
or work
Program - Fiscal definition of purposes of resources allocated

5.

Budgetary Processes Stressed
Traditional - Execution and appraisal
Performance - Preparation and execution
Program - "Pre-preparation"' preparation an::1 appraisal

6.

Budget or Fiscal Elerrents of Major Importance
Traditional Perfornance Program -

7.

Uniform classification of receipts and expenditures
Prorating procedures: cost accounting systems and
unit cost analysis; what it "costs" to furnish
services
Cost-effectiveness analysis; benefits received for
resources consumed

Classification Unit Basic Budget Emphasizes
Traditional - Expenditure objects; line items
Performance - Costs organized in terms of functions or activities
Program - Fiscal data organized in terms of programs; progranmatic
structures related to objectives or target groups

8.

Duration of Budget Pericxl
Traditional
One fiscal period only (single fiscal year planning)
Performance - One fiscal period only (single fiscal year planning)
Program - At least one and as many as five fiscal periods I
(multiyear fiscal planning)

9.

Budget Execution Emphasis
Traditional - Tactical-operational activities
?erformance - Tactical-managerial functions
Program - Strategic planning and administration

10.

Operational Skills Emphasized
Traditional

Technical fiscal operations (accounting and
auditing)
Perfornance - Supervisory activities for 2nd and 3rd echelon
Program - leadership and executive (top-echelon) level skills
in program planning

11.

Focus on Irnplenentation Skills
Traditional
Performance
Program -

12.

-

-

Accounting and auditing activities
Efficiency computations; unit cost analyses
studies
Economics and systems analysis techniques
(quantitative analysis)

Disciplines Contributing MJst to Budget Develo:prent
Traditional - Accounting
Performance - Engineering (efficiency) or administration
Program - Economics and Systems Analysis

13.

Inforrration Focus or. rnportant Units Within Budget
Traditional
Items of Expenditures
Performance - Processes or work functions
Program - Perfonnance or rreasurable objectives

14.

Approach Used to Arrive at New Cost Estimates.
Traditional

Increrrental (amount requested over previous
year's budget)
Performance - Incremental
Program. - Zero-base (justification of total new resource requests)

15.

l>lcmning Emphasis in Budget Developrrent
Traditional

-

Assuring that estimated expenditures do not
exceed estimated receipts for fiscal period;
"balanced budget" concept
Performance - Ascertaining unit costs for various functions or
work; costs of work accomplished
' ?rogram - Developing expenditure proposals in li<qht of
objectives
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16.

Budgeting Output
Traditional - Fiscal control
·PerfoJ:::TIEilce - Work efficiency detennination
Program - Prudent resource allocation

17.

Criterion Used for Appraisal of Budget Decisions
Traditional

How resources planned for various activities
actually used
Perfonnance - Frequency of use of rrost efficient functions or
lowest cost activities
Program - Quality of alternatives generated and frequency· of
selecting desirable alternatives as determined
by cost-effectiveness analysis

18.

-

Relationships of Prime Ooncern
Between planned and actual expenditures and
receipts
.
Performance - Between activity accomplished and costs incurre for doing work
Program - Between programs (activites related to objective~
and fiscal implicationsl8

Traditional

-

The bu:iget refonn rrovement toward program btrlgeting was at-tributed by Knezevich to such factors as:

the growing complexity of

educational institutions, the scarcity of resources available for educational programs, and the growil'lg public demand for evidence of what
results can be expected for increased fiscal inp.Its, all of which became
evident in the 1960's. 19
Knezevich errphasizes that the program budget was conceived as a
vehicle for national policy making by providing data on benefits and
costs of various alternatives and is distinguished by the following
18Ibid., pp. 136-138.
19Ibid., p. 144.
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features:
1.
2.
3.
4.
5.
6.

Statement of objectives within the budget decurrent
A programratic fonrat for budget exhibits
Expenditures aggregated around program elements and categories
Benefits and costs exhibited for major programs
Multiyear costing of new program expenditures
Data organized to facilitate resource allocation decisions 20
Research Study Related to Historical Developrrent of Budg~ting
A study that was specifically designed to trace the developrent

of budgeting practices in the Baltimore public schools between 1930 and
1966 was conducted by Kiser to detennine the extent to which the 20th
century ascpects of scientific management corresponded to these budgeting arrangements.

Kiser noted that of 22· concepts of scientific man-;-

agement considered in his study/ 13 or 60 percent eventually corresponded
to school budgeting arrangerrents.

He reported that nost concepts ap-

peared in school fiscal practice between 1950-1966. · Kiser • s findings
revealed that the correspondence between all the relevant scientific management concepts and school budgeting practices became apparent for
efficiency c6ncepts in five decades; for human relations concepts in
two decades and for the systems concept in one decade.21
Budgeting in Nursing Education: Historical
Perspectives and Related Research

A search of the literature on budgeting in nursing education
20rbid., p. 144.
210lester L. Kiser, "Analysis of School Budgeting Practices
in a Large City," (Ed.D. dissertation, Stanford University, 1967).
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revealed that within 1964-1976, no studies in this area have appeare
in nursing journals or other publications.

There appears to be no

research study dane specific to nursing schools prior to this investigation.

HCMever, historical developnents related to the rrovrrent of

nursing education into higher education, and events which influenced
the sources of funding for nursing education, were described in the
literature.

The rrost significant developrrents are described here since

they are essential to the understanding of budgetary processes and
strategies used in nursing schools.

To facilitate the reader's ap-

preciation of these events, a general background on nursing education
is presented first.
An OVervi~

of Nursing Edcuation

Unlike rrany professions, nursing has a variety of programs for
basic or preservice education.

Kelly describes three routes of

prep:rration for ·licensure and practice as a registered nurse:
lana programs operated by hospitals,

(1) dip-

( 2) the baccalaureate degree

programs offered by four year colleges and universities,

and (3) the

associate degreee programs offered by junior community colleges. 22
At one ,tine, diplona schools educated the largest nurrber of
nurses.

OVer 72 percent of the total nurrber of schools in 1964 were

diploma programs.

The consistent rrovement of nursing programs into

higher education is evidenced by the foll<Ming statistics:

between

1968 and 1972, associate degree programs increased by 211 to 541,
22 Lucie Young Kelly, Dimensions of Professional Nursing, 3rd. ed.
(New York: Macmillan Publishing Co., 1975), pp. 165-173.
I
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baccalaureate programs increased to 293, and diploma programs
decreased by 84 to 543. 23
The first baccalaureate program in nursing was established. in

1909 under the control of the University of Minnesota.

Since then,

baccalaureate programs have become an increasingly importan part of
nursing education.

By 1974, according to National league for

Nursing records, there were 574 associate degree programs, 305 baccalaureate, and ·494 diplona prograrns.24
State approVal is .required and national accreditation is
available for all basic programs.

Every school of professional

nursing must meet the standards of the legally constituted b:rly in
each. state authorized to regulate nursing practice and education in
that state.
In Illinois, minimum standards for professional nursing
education ar embodied in the

"Rules and Regulations for the Adminis-

tration of the Illinois Nursing Act",

and include requirerrents

related to:
1.

2.
3.
4.
5.
6.
7.
8.

Nursin~

ACcreditation of colleges or universities by the North
Central Association of Colleges and Secondary Schools
The organization and administration of the nursing education
program
Faculty qualifications
Nurse administrator qualifications
Faculty v.urkload
Physical facilities for instruction
Students
CUrriculum
23carrie Ienburg, "Educational Preparation for Nursing - 1972,"
Outlook, 21 (Septerrber, 1973), p. 586.
·
2 4Kelly, Dirrensions of Professional Nursing, p. 17 3.
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9.
10.
11.

Records and reports
Evaluations
Cooperating agencies25
National accreditation is available through the National League

for Nursing (NIN).

Accreditation by the League is a voltmtary·matter,

not required by law.

Guidelines for accreditation are directed at the

sarre criterion measures stipulated by the State.

Increasing numbers of

schools seek accreditation because it represents nationally determined
standards of excellence.
This research investigation focuses on the baccalaureate degree
.programs in nursing where a student enrolled in a program obtains both
a college education culminating in a bachelor's degree and preparation
for licensure and practice as a registered professional nurse. ·
The baccalaureate degree program includes three types of courses:
(1) general education and liberal arts,
related to nursing, and

(2) the science germane to and

(3) nursing courses themselves.

In sone

programs the student is not admitted to the nursing major and therefore
has no nursing oourse per se, until the conclusion of the first two
years of college sttrly.

In other nursing programs nursing content is

interwoven throughout the entire four years. 26
A combination of historical develoi:J!lffits influenced the rrovement of nU.rsing education into institutions of higher education.
rrost arrong these were:

Fore-

(1) The Naticnal Conrnission for the Study of

Nursing's investigation of nursing education on a

nat~ohal

basis in 1963,

2 5"The Illinois Nursing Act, IlL Revised Statutes 1975"
Illinois, 1976.
26Kelly, Professional Dimensions of Nursing, p. 173.
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(2) The American Nurses Association's Corrmittee on Nursing Education's
Paper of 1965,

(3) Passage of the Nurse Training Act of 1964 (Title

VIII of the Public Health Service Act),
. ;

and (4)

The adoption by the

Illinois. Board of Higher Education of the Illinois riDplementation
Commission on Nursing's (IICON) blueprint for nursing education.
The investigation of nursing education on a national basis
was undertaken as a spinoff from a decurrent "'IbWa.rd Quality in
Nursing" issued by the Surgeon General's Consultant Group on Nursing. 2 7
The final report the national a:mmission' s recorrm=ndations appeared
in a book title

"An Abstract for Action"

referred to as the Lysaught

Report. 28
The Commission held that change in nursing could be visualized '
in term.s of four basic priorities:
1.

2.
3.
4.

Increased research into the practice of nursing and the
education of nurses
Inproved educational systems and curricula based on the
results of research
.
Clarification of roles and practice cojointly with other
health professions to ensure the delivery of optimum care
Increased financial support for nurses and for nursing to
to ensure adequate career opi:X>rtunities that will attract
and retain the number of individuals required for quality
health care in the coming years29
The ANA's Corrmittee on Nursing F..ducation' s Paper of 1965

recoim.'El1ded that

"minimurn·preparation for beginning professional

27surgeon General's Consultant Group on Nursing, "'Ibward
Quality of Nursing," (Washington, D.C. Governrrent Printing Office:
U.S. Public Health · Service) , 196 3.
28Jerorre P. Lysaught, An Abstract for Action, (New York:
.M:::Graw Hill Book Co.) , 1970.
29 Ibid.,

p. 155.
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nursing practice should be baccalaureate degree in education. n 30
The Nurse Training Act of 1964 was promulgated to increase the
number of nurses through financial assistance to nursing schools,· students,
and graduates taking advance courses and thus help to assure nore and
better schools· of nursing, carefully selected students, a high standard
of teaching and better health care for the :people.

The Nurse Training

Act provided $287.6 million for a five-year program and was $igned into
law by President Lyndon B. Johnson on September 4, 1964.

Subsequently,

aid to students· and schools of nursing were continued for tv..o years
under Title II of the Health .Han}:X)Wer Act of 19 68.

The enactrrent of

the Nurse Training Act of 1971 was expcinded and extended federal aid to
nursing education until June 3Q, 1974, and has been consistently .extei'}de:i •
by Congress every two years. 31

In 1971, Illinois was designated by the National Ccmnission for
the Study of Nursing and Nursing Education as one of its nine target
states to considered as model implementation and denonstration areas for
testing of the Canmission' s findings and recorrmendations.

Through the

Illinois Irrplernentation Corrmission on Nursing (IICON), a rep::>rt which
included recorrrrendations and a "blueprint" for nursing education developrrent which subsequently becarre part of Master Plan Phase III of the
Illinois Board of Higher Education was issued in 1975.

Among IICON's

recommendations were:
30Josephine A. Dolan, Nursing in Society: A Historical Perspective,
Philadelphia: W.B. Saunders Co., 1973, pp. 284-285.
31Kelly, Professional Dimensions of Nursing, p. 255.
I
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1.

2.

3.

That all nursing education programs in Illinois becorre part of
the rrainstream of the educational system and that all preparatory
programs for registered nurses be located in institutions of
higher education
The hospital board of trustees, administrators, and faculties of
diploma schools conduct through evaluations of the viability of
their schools and of possible alternatives for the educational
use of their clinical facilities
The the priori ties for . financial support of nursing education
programs in Illinois be as follows: first, graduate programs;
second, baccalaureate programs; third, associate and diploma ·
programs32
Up to this point the review of the literature has focused on

theoretical and historical perspectives as well as research studies
related to budgets and bu::lgeting in general, budgeting in higher education,
and developrrents influencing the revenue and educational base of
nursing programs.
'

The· second segrrent of this chapter on the review of the literature
is directed at. the identification of tasks, actors, structure, strategies,
technology and environnent associated with the processes of budgetary
preparation, presentation, authorization, .irrplerrentation and evaluation.
Since the

nat~e

of the environrrent external and internal to the

institution of higher education exerts a pervasive effort on the other
organizational elerrents, and on all of the budgetary processes, the
environrrent surrounding higher education within the 1964-1976 tiire frarre
is presented first.
Theoretical Perspectives and Research
Studies on the Budgetary Processes
The aggregate of enviroilll:61tal factors which are political,
technological, social and economic in nature .irrpacting on ·higher. education

32
(Chicago:

.,
~.,

L
.

.

IICCN "The Master Plan for Nursing Education in Illinois,"
Illinois, 1965) •
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in general and nursing education in particular have been alluded to in
earlier sections of this stu:ly.

As cited in Chapter I of this study,

Eurich and Tickton posited eight major factors which led to what Cheit
described as the new depression in higher education.
Additionally, as chronicled in the discussion on the historical.
perspectives on budgeting in nursing education, it appears that the
era of new depression in the general field of higher education, marked
the beginning of a· golden decade for nursing education, as evidenced
by the favorable climate toward funding for nursing education in both
the national and state levels.
It is also cormonknowledge that the 60's and the 70's are marked
by a fenrent in societal push for equal rights in all fronts:

c.i,.vil

rights, equal rights in education and employrrent, right to health,
women's rights, rights to due process, consurrer rights anong others,
and by an unprecedented dem:md for human services in a rapidly changing
technocratic world.

A combination of these forces spell out an environ-

rrent that is supportive to nursing education by virtue of the fact that
society's demmd for nursing services is greater than the supply available.
The financial cruch coo.fronting higher education brought about
a changing relationship between higher education and the governmentalpolitical arena.

This changing relationship was described by forrrer

Illinois House Representative Nowlan in analyzing the politics of
higher education in Illinois.

A precis on Nowlan's obserVations is

outlined belCM:
1..

The experience of Illinois in recent year suggests that
political involverrent in higher education has becorre rrore.
intense, and that the Acadrrey is no longer "out of bounds" for
1
politicians

r

31)

.

~·

~:

.

2.

Creation of the Board of Higher Education (BI-lE) was an admission
of the lawmakers' limited corrpetence. (A coordinating Illinois
Board of Higher Education (IBHE) was established by the legislature in 1961, with responsibility for rtEking recomrendations
to the governor and legislature on budgeting and master planning
for all higher education. Public colleges and universities
are required to prsent new program proprosals to the coordinating
board for approval, rejection, or rrodification.)
3. Illinois lawmakers generally roncur that the legislative function
vis-a-vis higher education should be limited to budgetary
considerations and the· broadest policy guidelines
4. The Illinois legislature is content to allow najor p:>licy decisions
concerning higher education to be developed and agreed upon by
other political actors (governor's office, IBHE, and university
systems), whereupon the legislatUre will play a ratifying role
when neces.sary
5. The governor remains the nost ~rtant single decision-rtEker.
He has not only unequalled prestige of office, infornational
resources, and access to public through the rredia, but also
bro~ and strong veto r:owers
·6. · The Illinois General Asserrbly is becoming a nore irrportant
factor in higher education policy-making. Legislative sessions
extending throughout each year, a larger staff which understarrlably seeks to justify itself through aggressive analysis and
noni toring, and a conscious desire on the part of the legislative
leaders to increase the efficacy of the branch all combine to expand the legislative presence in natters of higher education
7. The Acaderqy should take the initiative in filling the infornation
gap through such rreasures as: (a) appointment of top echelon
administrator by each of the university systems who would be
responsible for direct and continuing lias6n with legislative
leaders, higher education specialists in the legislature, and
pertinent staff personnel; {b) faculty and student groups
initiating a "reactor" relationship, wherein an individual
living in or near the district of a legislator or having
similar interest, would offer to provide at least one perspective
and in other ways respond to questions related to higher
education
8. The lawmakers expressed less appreciation for the research and
public service functions of higher education than for the nore
traditional instructional role
g. Both lawmakers and the Acaderqy nrust recognize the changing
relationships of the past few years, and yet build upon the
substantial consonance of attitJudes and perspectives which
exists between the two \\Qrlds33
33Jarres D. Nowlan, The Politics of Higher Education: lawmakers
.and the Acaderqy in Illinois (Chicago: University of Illinois Press,
1976), pp. 93-100.
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In summary, the environment external to the institution of
higher education in the 60 1 s and the 70 1 s is characterized by an egalitarian social philosophy, increasing governmental involvrrent with planning, coordinating and evaluating higher education prograrrs (which in.
turn have legal ramificati<;:>ns), technological advances, societal demand
for health services, carpetition for dwindling resources, all of which
inpa.cts on the processes of budgetary presentation, preparation, authorization, implerrentation, and evaluation.

It is interesting to note that

the environrrent for nursing edu::::ation is conducive to growth and expansion because of social priority given to health care and the ensuing
financial support extended by the federal and state govern11ents for the
initiation and maintenance of nursing programs.
Specific irifluences of external environmental forces upon which
educational insitutions are-contingent upon the environment internal to
the institution.

The internal environment of an institution derives from

several factors:

(1) private or public sponsorship of the institution,

(2) expressed mission, <pals and objectives,
for management and academic governance,

(3) structural organization

(4) diversity, rrorale, and com-

mitment of its constituents,

(5) its degree of technological sophisti-

cation,

(7) quality and quantity of educational

(5) age,

offerings,

(8)

(6) size,

financial base, ·and,

(9) the ability of the organi-

zation to adapt to change.
These internal environrrental forces are highlighted in the discussion of the organizational elerrents of tasks, actors, structure,
technology, and strategies.

Their impact on .the processes of budget pre-

paration, presentation, authorization, implerrentation, and evaluation,.,
·are also covered in detail in the following sections.

...JU

Tasks Involved in Budgeting
Budgeting involves a series of activities that lead to the
developmertt of a resource allocation plan· which consists of:
operating budget

and

( 2) the capital budget.

(1) the

The operating budget

component details how inoome and expenses will be acquired and utilized
to support the educational plan~34
Researchers, educators, and administrators concur that the
operating budget plan should cover at least three budget years:
1.

2.
~

..

3.

The preceeding year which is the· latest year in which actual
expenditure figures are available for comparison and analysis.
The current budget figures which are not actual expenditures
but act as a guide .to the level of expenditure authorized for
a given. department or program.
The planned year which uses the foregoing budgets and other
information to determine future needs.35

The capital budget conponent details how incorre and expenses will
be acquired and utilized to S\lport the physical developrent plan.

It, too,

covers a three year period.
'Ib

facilitate the preparation of the budget plan, planning prem-

ises must be established.

Steiner states that premises Ireans literally

that which goes before, previously set forth, or stated as introductory,
,.

postulated or implied.
1.

2.

He classified premises based on whether they are:

Implied premises - these come from 1the many implications and
inferences derived from philosophies, former actions-of top
management, the way in which the organization is perceived
by those doing the planning, the way in which the environIrent is perceived, and the ne~rk of intricate interrelationships of people in and outside the organization.
High impact premises - these are critically important pre-

340hio Board of Regents, Program Budgeting: l Universities,
pp. 60-61.
35Harry J. Hartley, Educa-tional Planning-Prograrrming Budgeting:
A Systems Approach, Englewood Cliffs, N.J.: Prentice Hall, Inc., 1968J

,
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.

4

.

5.

mises that can cover any number of possible developments in
the institution's environment or outside of it such as:
values; ideas, conclusions and policies which top manageIlEilt has expressed.
Low impact premises ~ these are assumptions made without
much study or are derived fran generally available sources.
Analytical premises - these are statements about both the
wanted and unwanted consequences resulting from choosing
one course of action over another.
Procedural premises - these are standardized procedures,
policies and the like.36

c•

The rrost salient planning premises in developing the budget
are those pertinent to resource requirements of the·educational program,
the resources available to the program, and the resource allocation
framework used by the institution.
Resources have been defined as personnel, space, materials and
equipnent.

One of the rrost important considerations in developing a

resource allocation plan is to decide upon a. systematic approach.
the Ohio Board of Regents (OBR) puts it,
just happen, it must be planned. n37

As

"successful planning doesn't

They cite six pre-requisites for

successful planning including:
1.
2.
3.
4.
5.
6.

An information data base
A well defined planning process
A well defined planning organization
Planning and resource allocation aids and techniques
Cooperative planning with other institutions
Utilizing outside experts where needed38

An information data base is described as a collection of discrete
items of information called data elements which describe specific systerns, e. ,g. faculty and students.

In order to obtain a good idea of data

36steiner, Corporate Planning, p. 200.
37ohio Boa.J;d of regents, Planning:
38Ibid.

1: -
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base requirements, the OBR suggests the developrrent of a matrix from the
following elements:
'lbtal number of departments, programs by levels, majors, courses,
sections
'lbtal enrolllrent (headoount)
FTE enrolllrent
Average class size by program level
'lbtal faCUlty (headcount) (FTE)
Student/Faculty ratio
FaCUlty load (total crexlit hours taught) (average contact hours)
Total credit hours offered
Number of student dropouts, transfers
Number of degrees earned
Number of graduates attaining jobs; going on for advanced degrees
Number of graduates going in public services
Number of graduates not accounted for
Number of graduates from out of state; from out of state who
stayed in the state
Average income generated by each student graduating from the ·program
Average expenditures for each student graduating by program
Faculty salaries
Average FTE salaries
Faculty benefits
Average FTE benefits39
The above data elerrents oould serve as a base for projecting in- ..
cone and expenditures.

'lb denoil.Strate how these data elements could be

viewed in arriving at resource allocation decisions, a conceptual nodel
formulated by Dressel and Simon that can serve as a framework for equitable
depart:Irental funding is describerl. below.
Dressel and Simon suggests the use of four types of varaibles
representing the principal features of a departmental typology and budgeting systems and the determination of decision rules for their operation:
(1)

process variables,

(2) role variables,

(3) cost variables, and

(4) staffing variables.
Process variables are described as variables interrelated with
the disciplines and the preferences of the faculty that make a depart:Irent.
39rbid.,

pp. 63-65.

I
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They tend to describe the intrinsic structure of a discipline and its
instructional nodes.
L
2.
3.
4.

They arise from such questions as:

What is unique about the discipline?
Are certain nodes of instruction (laboratory, group interaction and cooperation required or strongly indicated) by
the discipline?
Is there a required number (or core) of specialization that
must be represented to have a "legitimate" department in
the discipline?
What are the corrpetencies and knowledge to be acquired by
the students? Are the outcarres defined clearly enough that
the success of the depart::rrent cari be appraised? Does the
acquisition of these skills reflect or determine the internal
processes of the department?

Role variables reflect characteristics that may be assigned to
a department by the institution of by a state-wide system.

Dirrensions

that should be c:onsidered include: 40
1.
2.
3.
4.
5.
6.

Mix between graduate and undergraduate programs
Size·, quality
Public service
Research
Service (major vs. nonmajor)
Priority

Cost variables include both direct and indirect costs that stem
from process or role variables. input costs for courses and department
programs.
Direct costs include instructional services expended in direct
instruction, course planning, student evaluation, developrrent of media
and rroney spent in the acquisition of materials and special equiprrent
and facilities. 41

Indirect costs include office space and equiprrent, equiprent
40Paul Dressel and I.Du Anna Kimsey Silron, "Depart:rrental
Clusters, Models, and Costs, " Allocating Resources Arrong Depart:ments:
New Directions for Institutional Research, with a forev.Drd by Frederick
Dew. Bolrran, 3 (Autumn, 1976), p. 35.
I
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costs, repair costs, replaceiTEnt costs, extra departmental support
personnel including clerical, technical and adrninistrative, and
governance.

M=aningful oost measures are technically difficult

because of variant delivery systems and staffing. J;X)licies within
depart:Irents. 42
Staffing variables reflect both workload and rank distributions.
Faculty V>Qrkload measures include unique preparations, contact hours,
or credit hours.

The number of faculty required is a function of the

average workload assigned and the workload variations arrong faculty
within depart:Irents.

Since average salaries vary with rank, the faculty-

rank distribution is also an .irrq:::ortant component of costs. 43
Dressel and Sinon's approach to the analysis of the entire
range of departmental functions fran perspectives of both the institution
and the depart:Irent facilitates program definition which precedes the
detennination of

r·~uired

Accorc.1ing

sources.

to the OBR, f,ystenatic resource planning IDUSt

be con-

cerned with questions such as the following:
1.

2.

Given that certain output (in tenns of realization of
goals and objectives) is desired, and given that a certain program configuration is the optimal rreans for
.achieving the desired output what minimum resources are
required?
Assuming that a fixed arrount of resources are available,
how can maximum output be achieved, 44
·

In order to deal with such questions, it is necessary to have
42Ibid.
43Ibid, p. 36.
44oBR, Planning:

Universities, p. 33.
I
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sorre idea of the anount of resources which programs should be expected
to consl.litle.

Dressel and Sinon offer the following argurrents for basing

the general fund allocation on the instructional_load of a departrrent:
1.

Student course enrollrrents are estimated by course levels,
i.e., freshm:m., sophorrore, junior, senior, rraster, graduate
professional, doctoral.
2. These enrollrrents are converted into staff requirerrents by
any of several procedures:
·a. setting student credit hour per full time equivalent·
faculty member productivity requirerrent to be net on the
average by the departrrent;
b. translating course enroll.ments into sections on the basis
of class size specifications and then into staff requirerrents by credit-or-class hour load specifications which
may vary with the course or student level.
3. If load specifications do not al:r:eady take into account tine
for research, advising, corrmittee service, administration and
noninstructional serviced provided by the depart:Irent additional
positions for these functions may be allotted, e.g.:
One r~search FTE for every four graduate FTE (assl.litles
20% of faculty time carrmitted to research)
One advising FTE for every nine instructional FTE
(assumes 10% of faculty time)
One administrative Fl'E for every twenty faculty Fl'E
One nonacademic support position for the first ten academic
personnel and one half for each additional ten.
The additional academic positions allocated by these calcula:tions should generally be used to reduce the ·load of selected
faculty members to engage in research, advising, and other
functions, rather than as either one full-tirne research
professor or a reduction in teaching load for everyone.
4. Supplies and services allocations can be developed out of an
allotrrent of a specific number of dollars per faculty member
and per student served.
·
5. Labor and student payroll allotrrents can be based on staff
size, projected enrollrrents, or a specific set of functions
to be perforned.
6. Annual equipment allocations can be related to staff size
or stu:ient served, but occasional rrajor one-time allocations
will .be required to add new equipment or replace wom-out
inefficient items.
7. If a preferred distribution of faculty over ranks (possibly
varying with rraturity and the nature of obligations of the
departrrent) are added ·to the above stipulations and procedures,
and if appropriate salaries for each rank and position are
specified, a workable budget for a departrrent can be calculated.
8. The preceeding steps result· in basing the total general
departmental allocations on its instructional activities. J
Additional research or other positions nay be added if funds

44
from other sources available. An unnecessary but useful
additional step in the above would break down the student
. enrollrre:nts by. rrajor so that the source of s4udents for
each level of lllStruction would be apparent. 5
After incone and resource projections have been rrade, the· OBR
suggests that detailed attention should be focused on comparing resource
requirerrents to available resources.
conparison be· rrade on a program basis.

They recomrend that this types of
They suggest that the following

questions be asked when comparing required resources to available resources:
1.

2.
3.
4.

Is the incorre projection reasonable?
What can be done to enhance the possibility of generating
additional funds for this particular program?
Are the resource requirercents (personnel, operating support,
equiprent and space) reasonable projections?
What can be done to reduce the need for resources while still
maintaining the effectiveness of the program?46

The OBR further suggests; that within .the framework of comparing
required resources to available resources and the actual allocation of
resources, it is highly desirable to establish priorities and consider
alternatives.

They define setting priorities as stating the relative

importance of specific goals, objectives and programs.

The first step

in the assignnent of priorities to goals and objectives is to draw the
distinction between primary goals and objectives and support. goals and
objectives.

This distinction is derived frorri an understanding of the

essential mission of the enterprise.

The OBR comrents that support

goals and objectives are by no neans superfluous or expendable.

They

are, on the contrary, essential to the .viability of the enterprise.
The OBR cautions that the value and i.rrportance of support goals and
45oressek and Sin:on, "Approaches to Resource Allocation,"
Allocating Resources Arrong Departrrents, pp. 17-25.
46ohio Board of Regents, Program Budgeting, p. 33.

45
objectives must always be assessed by reference to their utility for
advancing the primary purposes of the enterprise.47
They cite that primary goals and objectives include:
truction,

(2) research,

and creative activity, and

support goals and objectives include:
service,

(3) physical facilities,

{3) public service.

(1) staff support,

{4) management,

(1) ins-

(2) student

(5) communications

and (6) external support. 48
The term

"alternatives"

as used in the planning process is per-

ceived by the Ohio Board of Regents as referring to the concept of different programs accorrplishing the sane obj_ective.

Thus a choice between

programs can be made based on cost effectiveness or other criteria.
Generally, a

"program" is thought of as enconpassing a gorup of coordi-

nated activities.

In gearing up these activities, the Ohio Board of

Regents cite that many alternatives may be considered including:

alter-

native courses, alternative technologies of teaching, alternative admission and alternative testing and student counseling services.

The

"program" is the sum of all these selections of alternatives from "each
of these subsets.49
Mter the resource requirements are identified, and compared with
available resources, and, priorities and alternatives are established,
resource allocation decisions must be made.

The Ohio Board of Regents

suggest that the budget plan rrrust first be evaluated, and then resources
allocated in accordance with the available fundS.
StandardS

that nay be used to evaluate the budget plan are des-

cribed as any one or all of the following basis for o6ntrol: (1) quantity
48Ibid.
49ohio Board of Regents, Planning:

Universities, pp. 44-45.
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(2) quality,

(3) cost,

and

(4) tine.

The reccmnended approaches to

the use of these standards are outlined below:
Quantity standards of the institution can be controlled
with referen9e to the number of credit hours produced, the
number of graduates, the ratio of faculty to students, etc.
2. Quality standards of the insitution could be Used as the
control factor through standardized tests, m:nnber of graduates obtaining a job or going to graduate school, the number
of dropouts, accreditation agencies, educational experience
and level of faculty and administrators are often predeter- ·
· mined rreasures of· quality.
3. · Costs of graduate students could be predetenuined and budgeted to keep expenses within desired limits.
4. Tine can alrrost always be employed as a standard. A tinetable or schedule can be worked out for achieving certain
goals and objectives at certain dates. If actual performance
deviates from the scheduled times, corrective action could
be applied.so
1.

It is errphasized that all evaluative analusis of programs nust
be conducted within the framework of avowed goals and
teria for measuring the effectiveness

objectives~

Cri-

of the programs and specifying

a direction of control can be formulated only if one knows what it is
that is supposed to be accomplished through the programs.
Implicit in installing an effective allocation process are
four major considerations cited by the Ohio Board of Regents:
1.

2.
3.
4.

Organization (s) and person (s) nust be assigned responsibility
for allocating resources
Systematic procedures must be delineated for allocating and
approving resource requests
Criteria must be established to help ensure that rational
consideration is given to a request for the use of resources
An orderly process must be developed to conmmicate the
allocation decisions51

Some of the items that should be considered· in the allocation of
50Ibid.
SloBR, Planning:

Universities, p. 38.
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resource procedures are:
1.

2.
3.
4.
5.

A manning table of responsibilities and due dates for submitting a request for resources
A flow chart that reveals the organizational direction of
reviewing allocation procedures
Narrative staterrents or charts to identify the process of approving the use of resources, e.g. , comnittee review, open
heariilgs, Board of Trustees approval, etc.
Staterrents detailing the manner in which resources will be
approved in committee meetings, administrators, etc.
The powers and authority to make decisions or reconm::mdations.
must be clearly delineated for os~izations and individuals
involved in allocating resources

It is suggested that the budget plan should include:

goals and

objectives, priorities and constraints, program, inputs and outputs,
resources, time frames, inter-relationships with other plans, and means
of evaluation. 53
Evaluation is defined a systematic process for determining or .
esti.rrating the effectiveness of

a particular program. It is advocated

by the Board of Regents that evaluation of programs be based on a comparison of actual results with pre-established objectives.

An evaluation

report which should be the basis for determining what staernents and
decisions can be supported by the evaluation findings are suggested by
the Board of Regents.

The following questions which could culminate in

such an evaluation report should be developed:
1.
2.

Did the program operate as it was designed to operate?
Are the results attributable to the program? 54

The Regents recornrrend that the evaluation report should be short
and direct and should include the following information:

52Ibid.,

pp. 38-39.

5 3Ibid.' p. 22.
54ooR, Budgeting, pp. 36-37.

,
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i

1.
2.
3.

4.

5.
6.

A brief description of the program
A statement of the activities and objectives of the program
A report on which objectives were rret, including a description of the measuring teachniques ernpliyed, and a summary of the data
A report on which activities or events outline in the program
plan were actually achieved by the operating program, which
were incomplete or not in accordance with the design, or
which did riot work
A comparison of the program costs relative to a unit of output or other cost-effectiveness rreasures
Problems and difficulties of the project5 5

In surmary, a skeletal· outline of the tasks involved in the pre- ·
paration, presentation, authorization, implementation, and evaluation of
a budget is outlined below in a timetable fonnat.

Implicit in the tasks

are considerations given to planning, coordinating, controlling .and
evaluating based on program goals and objectives. 56
YEAR:

1975

TASKS

November
December

1976

January
February

March
April
May

June
July
August
Bepterneber
October

1.
2•
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.

Set guidelines based on budget planning premises
Distribute submittal fonns
Departments prepare budget
Deans and Vice-Presidents approve submittals
Budget Office process submittals
President and appropriate review boards
approve budget
Budget office finalize budget
Budget presented to board
Board approves budget
Budget Office distribute approved budget document
Deans/Depart:nent Chainnen implement budget
Deans/Department Chairrren receive budget
statement from Budget Office for month of
of September, and throughout the fiscal year.
This cycle of budget developnent is then rerepeated indefinitely, revising the planning
standards to meet new external and internal
conditions with each repetition.

Actors in the Budgetary Process
As a guide for detennining the question of involvement in the

55Ibid.,

pp. 36-37 •.

56oBR, Program Budgeting:
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bu'lgetary process the follCMing questions can be asked:

fil.·
~

1.
2.
3.
4.
5. ·

~;·,·

~r

~:-

.

What are the major groups affected by the process?
How is the group affected?
Who should represent the group that is affected1
How can those who are affected by the process participate?
What will be their responsibility and authority?

"'1<·.·: .

One way to answer the above question is look at the organization.
··l·

of the university.

Perkins stipulates that the organization of the uni-

versity is u5ually described in simple terms:
A board of trustees, Which receives a charter from the state,
appoints a president to administer, and approves a faculty to
teach and to select the students to learn. The board, the
faculty, the administration and the students together make up
the academic corrmuni ty wh±ch embraces a familiar triumvirate
of functions - teaching, research and public service. 57
Three roles are ascribed to the board of. trustees:
the agent of its creator - the church or the state,
between society and the university,

(1) that of

(2) that of bridge

and (3) as agent for the university

· cormnmity, particularly as court of last resort for the ultimate resolution
' ts
o f confl 1c

be-M-.T
~ween

0
58
0
0
0
the 1nterna
1 const1tuenc1es
°
o f the un1vers1t y.

In budgetary matters, the board of trustees carry out all of these roles.

They are vested with the ultimate authority to make resource allocation
decisions.
The responsibilities of the president and other administrative
officers in the process of budgeting were described by Kenworthy in an
:i

"

article describing the step-by-step prescription for assigning responsibilities and achieving a three year fiscal plan in a small institution.
Ken\\Drthy' s precis on the participants in budgeting and their responsi57ohio Board of Regents, Planning:
York:

Universities, pp. 59-61.

58James A. Perkins, The .University as an· Organization,
McGraw Hill Book Co., 1973), p. 3.

(Ne:.w
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bilities is outlined below:
1.
2.

3.
4.
5.
6.
7.
8.

9.
10.
11.
( j

12.

'"

13.
14.

15.
16.

The president should establish a planning budgeting system
supp::>rted by top administration, especial!y by himself.
The president should fix the resp::>nsibility for the one
person who should be charged with the resp::>nsibili ty of view- ·
ing the institution's needs and all of its resources at the
same time, e.g. the president himself, his designate, or
chief fiscal officer.
·
The chief fiscal officer should coordinate the budget cycle
from beginning stages through evaluation stage.
The fundamental resp::>nsibili ty for operating .the budget
system should rest ·with the chief academic officer because
the institution's planning should center around its program.
The chief academic officer should have an assistant primari1y resp::>nsible for budgetary and planning matters.
The president should confinn in writing the aims and purp::>ses
of the budget system and who is resp::>nsible for each phase.
The chief business officer's function in the budgetary process
is to control expenditures for the entire institution and to
supervise planning procedures in his own division.
The chief business officer must work closely with the chief
academic officer in planning budget fonns and rep::>rts because
his control system must be corrpatible with the forrrat of the
final approved budget.
.
The chief business officer must see to it that a budget manual
is developed and that the administrative, faculty and staff
personnel are educated to its purpose and use.
The chief fiscal officer must establish a budgeting timetable
and be tenacious about adhering to the deadline for each phase
of the budget cycle.
The chief administrative officer must establish a communication
network throughout the institution concerning what has happened,
is. happening and will be happening concerning the allocation
of resources.
The chief fiscal officers must establish budget methods and
techniques compatible and consistent with desired budgetary
goals and objectives.
The chief administrative officers must establish goals and
objectives of the budgetary process reflective of the institution's goals and objectives.
The chief administrative officers most establish unifonn,
standardized taxol1.0II'!Y of budgetary items, and establish .cost
centers to channel the documents recluired in financial control
procedures and communications.
The chief fiscal officer must establish accounting and rep::>rting systems that meet legal requirements and conform to standards for university and college accounting systems.
The faculty budget conmittee should advise the president in
his evaluation of objectives presented by the heads of the
various divisions, and, depending on the authority granted
it, assist in deciding heM to allocate resources to these
I
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divisions. 59
The role of the faculty in budgetary matter is axplicitly defined
by the .Airerican Association of University Professors
.
60
stipulations advocated by the AAUP are:
1.

2.

3.

4.

5.

6.

7.

(MUP).

Anong the

That in making decisions on whether teaching and research
programs are to be curtailed, financial considerations should
not be allowed to obscure the fact that instruction and research constitute the essential reason for existence of the
university. Arrong the various considerations, difficult
and often COI!'peting, that have to be taken into account
in deciding upon particular reductions, the retention of
viable academic departments necessarily should come first.
That at institutions experiencing major threats to their
continued financial support, the faculty should be inforired
as·early and as specifically as possible of significant
impending financial difficulty.
That.the faculty shoudl play a fundamental role in any decision which would change the basic character and purpose of
the institution, including transformation of the institution,
affiliation of part of the existing operation with another
institution or merger, with the resulting abandonment or·
curtailment of duplicate programs. 'Ib the extend that budgetary oonsiderations are involved in these decisions, the
faculty should be given full and timely access to tJ:le financial information necessary to the making of informed choice.
That budgetary decisions affecting those areas for which the
faculty has primary responsibility - curriculum, subject
matter-and methods of instruction, research; faculty and
those aspects of student life which relate to the educational
process - should be made in ooncert with the faculty.
That the .faculty participate in the preparation of total
instutional budget within the framework of the total budget
in decisions related to the apportioning of specific fiscal
divisions .:..... salaries, academic programs, tuition, physical
plant, grounds, etc.
That criteria for faculty salary raises and recorrrnendatory
procedures be designed by a representative group of the
faculty in concert with the administrator, and open and
clearly understood.
That the person or group who submits the initial salary reCOl11Tendation usually the department chairman, singly or in
conjunction with an elected executive committee or department should be informed of its status at each further stage
. of the salpry determination process.

59walter Kenworthy, "A Program Budgeting Strategy for a Small
College," New Directions for Higher Education, 1· (Sumner, 1973) _pp. 19710.·
60AAUP. "The Role of Faculty in Budgeting and Salary Matters,"
AAUP Bulletin, 58 (Sumner, 1972) pp. 170-172.
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8.

That fa~ t~ establish sa~ary policies and in its primary
responsib1l1ty for educational function of the institution
to participate in the broader Budgetary matters primarily
as these impinge on that action.

Specific responsibilities of participants in the budgetary processes are detailed by Kenworthy in describing the various steps to
program budgeting, in the surrmary outline belav:
Each departrrent should have about a· rronth to submit its
proposed budget.
2. The budget shoula be reviewed by appropriate groups such
as the faculty review comnittee.
3. · The academic officer of the. department or the -college
should provide docurrentation to support the proposed bud~et.
A program element support sheet which should include the
follaving data elements for each program is strongly re~ed:
.

1.

a.
b.

·c.
d.
e.
f.
g.
h.
i.
4.
5.
6.
7.

8.

9.

general description
goals of the unit
measurable objectives to be satisfied
alternative methods'-to be considered
resources allocated and conmi tted .;.... personnel, space,
equipment, departments involved
assumptions used, including nurrber of students, income
·expenses, etc.
relation to past and future years for the program
relation to rest of the university's plan
evaluation criteria and timetable

After the appropriate officer receives the· budget proposal
(dean, academic vice-president) the increment and percentage
difference should be filled in by data processing officer.
The dean· or academic vice-president should then review the
the bu::lget proposal and ask for details. on the items that
require explanation.
After the program element support sheets are received by the
dean or academic vice-president, they should be gathered
with budget forms for all deparbnents to make a book.
For each program, the dean should write a supporting statement that includes his recommendation for any support levels
which differ from those proposed by the department as well
as his views on any unusual increases or· decreases proposed
by the department.
The dean should also write a supporting statement for the
entire educational program category, explaining any changes
in emphasis which cause changes in the relative levels of
financial support for each program.
· Allav for adequate lead time for presetorting proposed budget
to appropriate parties.
1
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10.
11.
12.
13 ~~

14.
15.

Final stage of the budget review begins when the president
makes preliminary decisions about the levels of support
available for the various programs.
The dean should review these decisions with the individual
chairm:m, explaining all cases where the level assigned
by'- the president differs from the depart:Irent ''s proposed level.
Each chairm:m smuld have the oppo:rtunity to return to his
department and discuss possible alternatives to any deletions
or reductions proposed by the dean or the president.
Though the president and the dean should not rrodify the
level support approved for a part of a program, they should
be very flexible in allowing the department to propose
alternative qays of reducing the overall program to the
approved level of funding.
As soon as the dean and teh deparbnent agree on the level of
support for each program, the president should submit the
budget to the trustees and have it approved in final form.
The ent~le review process should not take. rrore j:han .six
rronths.

The above steps are extended in public insitutions of higher
learning, where institutional budgets are presented to a statewide coor,

dinating ooard such as the IBHE, for review and recomnendations.

After

the budget review at this level, the budget is fm:warded to the legislature
and finally to the governor for official approval.
To sunmarize, actors in the budgetary process are comprised by

constituents internal to the institution -

president, administrators,

faculty, students, and, groups external to the institution -

board of

trustees, statewide coordinating boards, regulatory and accrediting
agencies, taxpayers and private philanthropitsts.
Structure for Budgeting .
A

look at the institution of higher learning as an organization

is prerequisite to the understanding of its structure for resource procurement and resource allocation.

Perkins states that

"organizationally

61Kenworthy, Ibid.
I

•
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the university is one of the rrost complex structures in rrodern society. "62
Pugh and others offer six structural dimensions that have been
found useful in studying organizations.
1.

2.
3.
4.

5.

6.

These dimensions include:

Specialization - the division of work within an organization
the d1stribut1on of tasks or duties among positions. It is
measured in the number of different positions or units the·
organization work is divided into.
Stahdardiz.ation - the establishment of rules and procedures
for detenmning how to perfonn regularly occurring tasks or
to handle regularly occurring problems.
Forrralization - a measure of the extent to which rules, procedures, mstructions, and ccmnunications are written.
Centralization - concerns the locus of authority to make
decisions in an organization; decentralization is the opposite of centralization - authority being thrust down into
an organization.
Configuration - the shape of the role structure: tall
where there are many hierarchical levels but few subordinates
reporting to each superior, or flat - where the opposite
exists.
Flexibility- the changes tha~ occur in the organization. 63

An awareness of the distinctive organizational features of

universities will faqilitate the analyis of the structural dimensions of
an educational institution.

Kerr cites the following characteristics

unique to universit±es:64
1.

2.

3.

Universities are unique in the way they corrbine basic
missions - instruction and the advancerrent of scholarly
exploration - with ~ inposing array of other services and
activities required by society.
Universities are organizationally unique because no one has
absolute authority within the organization. Presidents arld
faculty rnemebers operate in overlapping spheres of power
and influence. New spheres of infl1.1ence -overlapping the
others - are nav being occupied by students.
Ultimate authority for public and private institutions alike
resides in governing boards whose :rrembership comes from
society at large or represents some other externally
oriented constituency.

62Perkins, The University as an Organization, p. 3.
63n·.s. Pugh, et. a., "Dimensions of Organizational Structure;"
Administrative Science-Quarterly, 13 (1968) pp. 65-105.
I
64clark Kerr,
as an Organization.

"Foreword," in James A. Perkins, The University
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4.

5.
6.

Universities tend to encompass for many of their rnenbers not
only the work-associated aspect of their lives but the social
recreational aspects of their lives as well.
The outputs of universities are largely unmeasurable their effectiveness cannot be assessed easily.
·
Although, legally, they are created by society, they stand
quite apart from society in many ways. They are shielded
to a considerable extent from external interferences with
the teaching and learning processes that take place within
them; they are withdrawn fran society by tradition - that
.rraybe faltering - of· disengagement fran social and political
activism.

The division of work involved in budgeting was derronstrated in
the discussion of the various actors involved in the budgetary process.
The degree of centralization, standardization, fonnalizat.ion, configuration,
and flexibility of each institution will vary from one institution to
another.
Observations about the locus of authority in tmiversi tie5 that
are worth noting because bf their significance in budgetary commmications,
work flOW" and decision-.rraking are offered by Duryea arid Garbarino. · In
tracing the evolution of tmiversity organizations Duryea eoncluded that
one finds two bureaucracies ·within the tmiveristy:

(1) a hierarchy of

depart:Irents, schools and senates or executive cotmcils well larded with
a variety of permanent and tenporary comnittees.

This bureaucracy claims

rights of control over the totality of academic ftmction, and,

(2) a

separate hirearchy fonued by administrators to grapple with the imnense
tasks of managarent of essential supportive services which maintain the
.
65
tmiversity not the least of which-are budget and finance.
Garbarino refers to this dual bureaucracy· as the bureaucracy of
management -- the administrative direction and control of business and
--6~.D. Duryea,

Perkins,

"Evolution of University Organization,"· in
University as an Organization, p. 35.

I
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.external affairs in which sections are taken primarily at the initiative
of the administrators, and.,_ the bureaucracy of academic governance -

the

structure and processes of decision-making primarily but not exclusively .
concerned with the academic rratters of program and curricula. 66
Hodgkinson offers a remedy in reshaping the authority system to
reconcile this dual bureaucracy, through

11

selective decentralization, 11

a principle in terms of which decisions affecting individual's lives and
corrmitrrents

~uld

be rrade in the smallest p:>ssible units, while matters

of logistics and supp:>rt services. would be made in the largest context
p:>ssible.

Hodgkinson believes that such a principle recognizes that

no single hierarchy structure· can solve all problems confronting a university, but that the university will have to rely on rrore ad hoc
decisions making by rapidly shifting groups. 67
The best way to summarize the relationship between organizational
structure and budgeting is to cite the recorrm:mdation rrade by the Ohio
Board of Regents regarding intemal considerations to be observed in
the implerrentation of a program bugeting IIDdel.

The Regents urge that:

• • • it would be desirable for each university to create an advisory
task force on program budgeting. This group should consist of
representatives from the university administration, faculty, and
student body ••• once the university task force is operative, it
would be desirable to create college and depart::Irental conmittees
to develop and integrate their curriculum and instructional
programs with the program budgeting process. 68
66Joseph. w. Garbarino and Bill Aussieker, Faculty Bargaining:
Change and Conflict, (New York: McGraw Hill, 1975), p. 24.
67Harolq L. Hodgkinson, "The Next Decade, 11 in Harold L
Hodgkinson and L. Richard Meeth, ed> .Power and Authority: Campus
Governance in Transition, (San Francisco: Jessey Bass, 1971) ,· pp. 150-151.
68ohio Board of Regents, Program Budgeting:

Universities, p. 40.
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Strategies for Budgeting
An understanding of the concept of strategy is essential to
the full appreciation of the role of strategies in arriving at decisions
for resource allocations.

The literature on the nature of strategy is

best described in the precis of Ansoff 's views on strategy as a tool for
coping with change outlined below:
1.

2.
3.
4.

s.
6.

7.
8.
9.

10.
11.

12.
13.
14.

15,

16.

Strategy is a set of decision making rules for the guidance
of org~zational behaviro and inplies thgreby that the latter is nore predictable as a result
M;eans by which goals may be attaine
Strategy is a search heuristic
Strategy stimulates members of the organization to invent
and find certain types of opportunities and suppresses
invention of others
The selection of a strategy usuallu occurs under a very
special informational environment
The process of strategy selection and strategy application
is closely coupled with two-level decision process which ·
feeds back information and mutual adaptation between concrete opportunities and the decision heuristic
Strategies and objectives are similar and yet distinct.
The objectives represent ends which the finn seeks to attain; strategy the means to these ends
Strategies and objectives are interchang~le both at different levels of~organization
The formulation of a strategy typically produces no
inrnediate productive action
The formulation of a strategy is an expensive process in both
managerial t.i.rre and dollars
Strategy produces elements of rationality which are disruptive
and threatening to the political processes
Organizational structures of nost purposive organizations
are not suited to strategic planning
Organizations typically do not have the capacity to handle
not not notiVa.tional systems to encourage the use of strategy
Organizations lack information about themselves and their
environment which is needed for strategic planning; rior do
they have the managerial talents capable of formulating and
inplementing strategy
Strategy merits serious attention as a managerial tool. It
is complex and potentially very powerful tool for coping
with conditions of change which surround us. today. Although
complex, costly to use, and costly to introduce, it nore than
pays for itself.
Strategy must be sued with an awareness that is neither natural
nor welcome addition to political, behavioral processes w:y:Il
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human organizations.69
Four types of strategies that may be used by constituents of ins""
ti tutions of higher learning in -each phase of the budgetary cycle are offered by Me Grath.

He perceives these strategies as essentially fitting

on a continuum of:

(1) control,

(2) power,

(3) change, and (4) social

influence. 70
Power Strategies
Three basic neans of exerting power have been identified physical, material and symbolic each creating a different type of power
~~'

i

~>

which Etzioni refers to as:
1.

Coercive power, rests upon the application of the threat of
application of physical sanctions such as infliction of pain,
defonnity, or death; generation of frustration through restriction of :rrovement; or controlling through force the
·
satisfaction of needs such as those for food, sex, comfort
and'-the like ..
2. Remunerative power, is based on control over material resources and reqards through· allocation of salaries and
wages, corrmissions and contributions, "fringe benefits, ..
"services.. and 11 cormodities ...
3. Normative power, rests oh the allocation and manipulation
'of symbolic rewards and deprivations through errployment of
leaders, manipulation of mass-nedia, allocation of esteem
and prestige, administration of ritual and influence over
the distribution of 11 a.cceptance 11 and "positive response. n71
Litterer states that .. although organizations may be in a position
,to use all three rreans of exercising power, they will typically tend to

nake one predominate.n72
69H. Igor Ansoff, "Strategy as a Tool for Coping with Change, 11
in Handbook for Strategic Planning, Barnard Taylor and Kevin Hawkins,
eds. (london: Iongman Group, Ltd., 1972) pp. 3-8.
70Mc Grath, Planning Systems, p. 61.
71Amitai Etzioni, MJdem Organizations,
New Jersey: Prentice Hall, 1964), pp. 59-60.

(Engl61J00<:1 Cliffs,

72Litterer,· ~nalysis of Organizations, p. 241.
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A well-known classification of power types determined by the
basis 6f the pc:Mer of one individual has over another is proposed by
French and Raven.
1.

2.

3.

4.
'..

5.

They propose five different types of flOWer"

Coercive p:JWer. This is power based upon fear. A subordinate perceives that failure to comply with the wishes
of his superior could lead to punishment or some negative
outoame.
·
Reward p:JWer. This is the opposite of coercive power.
A subord1nate perceives that compliance with the wishes of
his superior will lead to positive rewards, either rronetary
or pscyhological. This type of power derives from the ability
of one individual to provide desired outoames to another
individual in exchange for·oompliance.
I.egitirnate power. This type of power derives from the position
of a manager in the ()rganizational hierarchy and is so:rretirnes
referred to as the power of authority. Thus the subordinate
believes that he "ought" to comply. Influence attempt based
on legitimate power usually require supervision and must
fall within defined areas appropriate for influence, otherwise the legitimate power base of the superior will be
decreased.
.
.
Expert p:JWer. An individual with this type of power is one
w1th some -expertise, special skill, or knowledge. It is
a function of drhe ·jtidgenent of the less powerful individual
that the other person has the ability or k:nCMledge that exceeds his awn. Influence atterrpts based on expert power are
not likely to require supervision but are.nonnally limited
to the areas of perceived capability.
Referent power. '!his power is based on a subordinate's identlflcation W1th a superior. The rrore powerful individual is
admired because of certain traits and the less powerful individual is influenced because of his admiration. It is possible for an individual to comply with the desire7 of a
referent power figure without being aware of it. 3

Etzioni posits that the need for formal control in organizations
stems fDDm the nature of fonnal organizations (such as colleges and universities) as artificial social units.

He explains that:

73John R. P. French and Bertram Raven, "The Bases of Social
Power, " in D::n:win Cartwright and A. F. Zander, eds, Group Dynamics,
2d. ed., Evanston, Illinois: P.ow, Peterson and co., 1960, pp. 607-623,
cited by Gibson, et. al., Organizations, pp. 287-288.

,
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All social units control their members, but the problem of
control in organizations is especially acute. Organizations
as social units that serve specific purposes are artificial social
units. · They are planned, deliberately structured; they constantly
and self-consciously review their performances and restructure themr
selves accordingly. In this sense they are unlike units such as the
family, ethnic groups or corrmunity. The artificial quality of organizations, their high concern for performance, their tendency to be
far rrore corrplex. than natural units, all make informal control inadequate and reliance on identification with the job irrpossible~
M::>st organizations, rrost of the time cannot rely on rrost of their
participants to internalize their obligations, to carry out .their
assignrrents voluntarily, without additional incentives. Hence, organizations require formally structured distribution of rewards and sanctions to support compliance with their norms, regulations and orders.
Tb fulfill its control function the organization must distribute
its rewards and sanctions according to performance so that those whose
performance deviates from it will be penalized. 74
In an educational institution, the internal merrbers of the -social

unit consist of its various constituents--central adrnlnistrative and
academic officers, staff, faculty, and students.

External to the educa-

tional institution are nanbers of regulatory, coordinating, accrediting,
and ·labor relation boards, all of which exert control on the educational
institution as a social unit.
·Control Strategies
Ackoff cites four steps involved in the process of control:
1. · Predicting o~ of decisions in the fo:rm of perfo:rrn.3nce
measures
2. Collecting information-on actual performance
3. Corrparing actual with predicted performance
4. When a decision is sho.v:n to have been deficient, correcting the
procedure that produced it and correcting its consequences where
possible 15
.
. ·
74Etzioni, M:xlern Organizations, pp. 58-59
75Ackoff, Corporate Planning, p. 112
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The application of the control process in higher education is
reflected in the use of economic concepts in measuring outputs of higher
education, "outputs being, uniquely, and economic concept. u76

Tollett

suggests that one can speak of higher education in terms of providing
or perfonning a series of services related to production.

Tollett dea

cribes this production_ function as activities which entail discovering
talent, instruction, and research.

He points out that since other ins-

titutions engage in the same activities as· higher education, 11 inmediately
the question may arise--how efficiently and effectively does it discover
talent, instruct future workers, arid do research C'CJI!i)ared to other institutions or to alternative ways of carrying out these activities? 1177
Astin views the process of higher education as comprising three
conceptually distinct conponents: student outputs, student inputs and
the college environment.
1.

He defines these corrp::ments as:

Student Outputs. These consist of those aspects of the student's
developnents that the college either influences or attempts
to influence: measures of the student's achieverrents, knowledge,
skills, values, attitudes, aspirations, interests, daily activities,' arid contributions to society. Other terms that are sorreti.nes used to refer to student outputs are dependent variables,
criterion variables, out.cone variables, and educational objectives.

s.

76Kenneth
Tollett, 11 Higher Education and the Public Sector, 11
in The Outputs of Higher Education: Their Identification, Measurement and
Evaluation, · Ben Lawrence, George Weathersby, and Virginia W. Patterson,
eds. (Boulder, Colorado: WICHE, 1970} p. 61.
77Alexander W. Astin, "Measuring Student Outputs in Higher
Education," in B. Lawrence, et. al., Outputs of Higher Education: Their
Identification, Measurement and Evaluation, p. 75.
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2.

Sttrlents Inputs. Student inputs are the talents, skills, aspirations, and other potentials for grONth and learning that the
new student brings with him to college. These inputs are, in
a sense the raW materials with which the institution has to
work. Some inputs may be sirrply "pretests" on certain student
outputs (score on college admission tests for example), while
others (sex and race, for example) may be relatively _static
personal atributes. Inputs can affect the outputs either
directly or through interaction with 'environmental variables.
·It should be pointed out that economists and others interested
.in systems analysis or managerrent infonuation systems typically
use the tenn "input" in a much broader sense than the one
proposed here. Usually this includes what I have termed
environmental varaibles as well as student inputs. In assessing
the outputs of higher educational institutions hcwever, it is
useful, if not essential, to differentiate conceptually and
operationally between rreasures of student inputs and measures
of the· college env:ironrrent.
3. College ·environment. The college environrrent refers to any
aspect of the higher educational institution that is capable
of affecting sttrlent outputs. Broadly speaking, the term
includes-variables such as administrative policies and
practices, curriculum, faculty, physical plant and facilities,
teaching practices, peer associations, and, other attributes
of the college experience that might affect the student's
developnent. These environmental variables can presumably,
be changed or manipulated through reallocation of resources.
Astin recorrrnends that a preliminaxy taxonomy of sttrlentoutput measures Y.Duld include three dirrensions:
1.
2.
3.

the type of outcome (cognitive versus affective)
the type of data (psychological versus sociological)
the terrp:>r~ aspects of the measure (short tenn versus
long term) 8
The need for rrore specific and rrore meaningful descriptions

of the entire process of higher education, the need to see resource
inputs, activities in the educational setting, and the need to see
outputs of higher education as related parts of a whole, led to the
proposal for an "accotmting structure for the outputs of higher education"
developed cooperatively by participants in a national training
seminar. on the outputs of higher education held in Washington, D.C.,
Ma.y 3-5, 1970.

The accotmting structure consists of instructional

7g
Astin, Jbid.
f.

L
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outputs, institutional environment outputs, research outputs and public
79

service outputs.
are listed in Table

The specific variables under each output category
1 , pp. 108-112-

Measures of each of these outputs will facilitate the understanding of just how the contributions, activities and benefits of
higher education nay be shaped, nodified, directed, and improved
through intelligent decision making and infonred allocation of resources.
These measures can· be used for c6st analysis -- the determination of
unit costs for programs, activities and proce!3ses, and facilitate the
consideration of the benefits and effectiveness of the resources directly and indirectly used in the program being analyzed.
Change Strategies
The ·nature of change strategies is reflected in two change
,,
"

nodels that are presented as illustrative exarrples of this type of
strategy.

The first nodel presented is Guba-clark' s educational

change nodel.

The Guba-Clark M:>del has four stages and eight sub-

components:
1.
2.

· 3.

Research
Develop-rent
a. Invention: formulating new solutions
b. Design-engineering and packaging the invention
Diffusions
a. Dissemination-informing or creating widespread awareness
of the invention
b. Denonstration - presenting the invention in an operational
node to enhance its inage
79

George Weathersby and Virginia w. Patterson, eds., "An
Accounting Structure for the Outputs of Higher Education: One Proposal,"
The Outputs of Higher Education: Their Identification, Measur~
and Evaluat1on, (Boulder, Colorado:WICHE, July, 1970), Append1x.
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4.

Adoption
a. Trial - try out or test the invention in a particular context
b. Installation - operationalizing the invention within an
institution
c. Institutionalization - complete assimilation into the system
~s an oz:go~g program to reduce it to the status of nonLnnovatlon.
.
The second rrodel, the PPB Change 1-bdel is offered by Knezevich.

It is based on five major steps:
1.

2.
3.

4.

The awareness stage -within ·this stage are activities whose
purposes are to stimulate, excite, create interest in or
cormnmicate basic infonnation about the invention to various
target groups that the invention has great potential. Skills
and understandings may be gained through experiences in
externally directed preparation programs, such as those offered
by universities or other agencies. Internally developed
programs help build greater insights and skills on the foundation of initial preparation. The services of a consultant
may also be used.
The ::;e of· corrmitment - this stage comes when a decision
has
reaChed to d6 sorrething positive about the invention~
It may be forced on the executive by a legislative body.
Stage of readiness - Strategies or sets of action plans are
necessary to translate a carmitrnent into reality. The
organization must be ready to embrace and operate in a-node
suggested. This is a·llOSt difficult but crucial phase.
Another dimension of readiness is getting the resources in
the form of staff, space, n:oney and materials for the purpose
of dessiminating PPB. Consultants may be needed and the
.authority to hire ·and funds to errploy should be available by
the end of the readiness stage.
The operations stage - involves two basic strategies: "across
the board" and "partial and evolutionary approach." The first
strategy implies that facets and programs of the educational
institution- will begin to operate in the node at the sarre
time. It assumes that complete installation is feasible. Time
lines would be establish for the complete or partial installation in the second strategy. It would be akin to pilot test.i,ng
necessary for "debugging" of operations. Experiences gained
during this shakedown cruise during one or nore fiscal year
could be generalized and the implerrentation extended to additional departrrents in subsequent years. 81

80Egon G. Guba, "Methodological Strategies for Educational Change,"
Position Paper for the Conference on Strategies for Educational Change,
Washington, D.C., Noverrber 8-10, 1965.
8

~ezevich, PPBS, pp. 256-258.
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Social Influence Strategies
The intensity, kind and direction of corrmitrnent and involvement of a member of an organization to same referent (the organization,
the nursing program, a particular budgeting nodel} maybe described as
one of corrpliance, identification or internalization.

The characteris-

tics of these social influence prOcesses are described by McGrath:
1.

2.

3.

Compliance involvement is characterized by an acceptance
of a g1ven relevant referent for reasons not basically
related to the desired member carnmitrnent or involvement,
whether it is concerned with the generalized corrmitrnent of
a :member or a group with the perceived involverrent relating
to a given situation. Acceptance reasons maybe any of a
number of reasons: fear of disfavor or reprisal, inadequate
understanding, lack .of perceived rationality, to maintain
membership in the organization or group.
Identification involvernent or comni trnent is characterized
by acceptance of a given referent because of another merrber 1 s
(often a superordinate) advocacy. The member who identifies
co-opts or adopts another rrernber 1 s role. A change in subtask performance or attitude will likely be observed, but it may be very superficial ~ause understanding and rationality
are not requirerrents for identification.
Internalization describes the utopic kind of carrmitrnent and
involvement. It exist when an individual rrember or group
accepts a particular referent (maintenance or change; person
or otherwise} because it is rational and consistent with the
individual or group oorspective, and satisfactions and
efficiency obtain. 82
Thus far, four types of strategies which McGrath described as

fitting into a continuum of power, control, change and social. influence
have been presented.

At this point, it 'WOuld be appropriate ·to look

at the conditions under which recourse to strategy becomes essential
within the context of budgeting.

Ansoff describes two conditions

which makes recourse to strategy highly desirable: (1) when very rapid

or even discontinuous changes occur in the envirol"liTI2Ilt of the organiza82

M::Grath, Planning Systems, pp. 111-112 •

,

66

tion, and (2) when the objectives of an organization undergo a drastic
change, either because of a shift in the objectives of its participants
83
orbecause of new demands impOsed on it by society.
For an educational institution, rapid and continuous change may
be due to saturation of traditional markets,· shift in funding base,

drastic changes in technology, sudden influx of new corrpetitors, change
in statutory and accrediting requirements reflective of changing
societal needs and priorities and the like.

Under these conditions,

established organizational traditions and experience lose much of their
validity for coping with the new ooportunities and new threats.

Ansoff

rx:>ints out that "without the benefit of a unifying strategy, the chances
are high that different parts of· the organization will develop different
and contradictory resJ.X>nses.

The chances are therfore high that read- .

just:rrent to the new conditions rnay be prolonged, turbulent and inefficient.
Chances are equally high that recognition of need to readjust will come

.

84

too late to guarantee survival of the finn in its present fonn.
Ansoff further explains that under these conditions, the
finn is confronted with two very difficult problems:
1.
2.

How to choose the right direction for further growth from arrong
the many and irrperfectly perceived alternatives;
How to harness the energies of a large number of people in the
chosen direction.

83
H.Igor Ansoff, "Strategy as a 'IOOl for Coping with Change," in
Handbook of Strategic Planning, Bernard Taylor and Kevin Hawkins, eds.
IDndon: IDngman Group Ltd., 1972, pp. 7-8.

84
Ibid.
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Answers to these questions are the essence of strategy fonrrulation
and implementation. At this PQint strategy becomes an essential and
badly needed managerial tool.85
In choosing a particular strategy, Tilles offers six criteria
for evaluation:

(1) internal consistency,

(2) consistency with the

(3) appropriateness in the light of available resources,

environment,

(4) satisfactory degree of risk,

(5) appropriate tine horizon, and

workability.8 6
Faculty Collective Bargaining as a Strategy
According to Schuster, few developnents in Arrerican higher
ducation have caused much consternation, anxiety and frantic activity as
the advent of faculty collective ba.rgaining.

He describes faculty col-

lective bargaining as pJssibly the nost pJtent change agent

to

confront

the academic corrmuhity in the 1970's. 87
'lWo

factors are cited as making faetil ties less optimistic about

shared authority and therefore nore eager to try the union nodel:
rraking of systems-wide decisions away from the canpus, and

(1) the

(2) the new

managerial techniques on the canpus. 88

In higher education's brief experience with collective bargaining, some governance-related problems have surfaced.
~son

as:

These were cited by

(1) the dependence of a unionizing faculty on such outside

86seyrrour Tilles, "How to Evaluate Corporate Strategy,"
Taylor and Hawkins, Strategic Planning, pp. 48-64.

in

87Jack H. Schuster, "Editor's Notes," in Encountering the
Unionized Faculty, New Directions for Higher Education, 5 (Spring, 1974).
88Henry L. Miison, "Faculty Unionism and University Q:>vemance,"
in Encountering the Unionized Faculty, New Directions for Higher Fducatjon,
5 (Spring, 1974) p. 7.
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agents as labor relations boards or arbitrators, (2) the incorporation
of governance provision into contracts, ( 3) the attempts in the contracts
to I;"esolve jurisdictional conflicts between governance organs, "nanagement" rights, and union authority, and (4) the agency shop, the strike,
and relations with the "consurrers"--the students.

89

Mason also observes that agencies outside the universi-t;.y such
as the NLRB for private institutions and state labor boards for public
institutions have considerable ilrpact on academic governance through their
powers to shape bargaining tmits.
unit membership.

These boards decide questions regarding

Highly fonna.lized procedures, which include the possi-

bility of final appeal to outside arbitrators, are anong the nost characteristic and

certainly_most·~oonsuming

features of the unionized

institution. 90
The appearance of na:nagement rights clauses in contracts of unionized institutions is perceived as an initial compromise between "nanagerrent"
and "employees" tmder which the faculty gains power in the economic sphere
and the administration preserves a kind of supremacy in the governance

sphere. 91
The necessity of exclusive representation sparked intense corrpe. tition anong the various affiliates of NEA, AFT, MUP, and local and statewide groups because the issue of an agency shop rrakes the stakes of winning

a canpus extremely high.92

The strike as ·a weapon is bound to be present

on the unionized carrpus, and its use-real, threatened, or at least inplied
by many precedents in the private and public sector-will at times provide
leverage to faculties.93
89Ib'd
_1_·. , pp. 8-24;
92Ibid. 1 P• 21;

90Ibid., p. 14;

93Ib'd
...:2:.....·, p. 22 •

91Ibid., p. 20.
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The role that students are nCM beginning to play in collective
bargaining process deserves closer attention.

Early indications suggest

that the future course of faculty bargaining will be influenced, perhaps
significantly by student efforts, with respect to both the shape of the
future legislation and the provisions of faculty union contracts.

Schuster

FOints out· that the obstacles to broader student participation cu:e fonuidable, for a dominant characteristic of collective b6rgaining is its bilateral
nature.

'IWO

parties are involved, "errployer" and "errployee". HCMever,

increasingly, students are coming to recognize how directly their interests
are affected by faculty collective bargaining, and stu:lent involverrent
in the bargaining process has begun-; 94
Developrents in student activity are highly evident in three multi..;,
canpus systems: the City University of New York (CUNY), the Massachusetts
State College System, and the University of Califorirla.

,

At CUNY, full-

scale bargaining rights for stu:lents was proposed by the University Student
Senate. 95

In contracts cqnclucled for schools belonging to the Massachusetts

State College System, provisions for student evaluation of teaching were
included.

A tripartite body of faculty, students, and administrators were

involved in contract negotiations. 96
In. its initial stand on faculty unionism, the University of
California Student :Body in Sacramento maintained by the nine UC student
gov:ernrrents carre da.v.n squarely in opfOsition to a conventional collective
bargaining bill.

They declare that':

'Ib irrpose a rigid form of collective bargaining on higher education
particularly UC 1 would quickly freeze students out 0f all partici-

94 Jack H. Schuster "The Search for New M:Xlels in Faculty Bargain1
ing: Encountering the Unionized Faculty 1 "N::.:ew.::.:..:.__::D::.:i::::r:.:ec:::::.:t:::i:::o.:.:n:::s-=.fo::;r=---:Hi:.::'::.ogoch:;;;:e:::r:,_;;:Fd=uca~ti,;__'a;__n.,
5 (Spring; 1974) p. 83.
1

95J:bid. , p. 87;

96 Ibid., p. 89;
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pation in areas of legitimate concern to them. The history of collective bargaining in higher education has shown that students are
almost totally excluded from any participation once contracts begin
to be negotiated between unions and mmagement •.•
In higher education working conditions for faculty cannot be separated form questions of. educational policy that directly affect
students and are thus legitimate concerns of students. Examples
of these issues include class size, riurrber of course offerings,
availability of professors for independent student projects,
student evaluation of teaching in relation to the promotion process,
and the whole area of curriculum planning and innovation ••• 97
Schuster offers the following concluding statements regarding
.

'

the dynamic and controversial issue of faculty collective bargaining:
In sumnary, faculty collective bargaining is emerging as a catalyst
destined to redistribute influence on campuses across the land. The
nost crucial issues, those revolving around institutional governance,
have yet to be resolved. But, unless new nodels for faculty bargaining are developed, ~e fragile acaden¥ nay suffer irreparable harm
in the years ahead.
·
The foregoing discussion on the irrpetus for collective bargaining
and issues pertinent to the unionization of faculty in higher education

was presented to derronstrate the potential application of the use of power,
control, change, and social influence, as strategies for bu:lgeting. In
the same vein, a corcpendium of budgeting irodels offered by the Ohio Board
of Regents is presented.

Advantages and disadvantages associated with

each budgeting approach are also included.
Budgeting Models
1.

Incremental Budgeting
Traditionally, budgets have been developed alnost solely on
on incremental/line item basis. This nodel assumes the continuation of present program and proposes incremental changes. The
increases and possibly decreases beco:rre the focus of analysis.
The advantages and disadvantages of incremental bu:lgeting nay
be listed as .follows:
97 Ibid. ' p. 91.
98Ibid. ' p. 97.
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Advantages:
a. Easy to \IDderstand. Widely accepted by boards
of trustees, legislatures and other bodies
b. ·Have to start sOIU£Where in analysis. There is much
to be said for focusing on increases. Can devote
much time on a very irrportant part of the bu:lget
c. Easy to prepare budget
Disadvantages:
a. Incremental bu:lgeting has a "bad" connotation
b. Not forced to justify old programs. Irrelevant
programs are not eliminated
c. Very much politically oriented
d. Not practical in periods of declining income
2.

Open-ended Bu:lgeting
In this ·rrodel,. cost centers submit budget requests at
whatever level the unit thinks appropriate. The central
budget office or senior administrative officers adjust
the budget to rreet the required limitation of resources.
This is usually dane in negotiation s~ssions.
AdVantages:
a. Feeling of freedom. People can express what they want •
b. Easy to prepare budgets
Disadvantages:
a. Administrators developing departmental budgets are
not faced with hard decisions
b. Budget ·requests are alrrost always incompatible
with resources
c. Difficult to produce infonnation needed for comparative
evaluation of programs
d. Decisions are often made on a political basis
e. Generally takes two or three "budget rounds" to get
the request in line with available resources
f. Raise expectation too high

3.

Zero-based Budgeting
The central ooncept of this rrodel is complete and simultaneous evaluation of all programs. A zero-based budget is
closely related to an open~ended budget. The difference is
primarily associated with a traditional line-item budget,
Whereas a zero-based budget is associated with program planning and budgeting.
Advantages:
a. Politically sound
b. Theoretically ensures canplete justification of programs
c. Is commnly associated in the literature as a vital
characteristic of program budgeting
d. Enables an administrator to describe all tne programs ,
he would like
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Disadvantages:
a. V\brkload is tremendous-requires volurres of paper, and
lots of time
b. In actual practice little attention is focused on all
the programs. Analysis is focused on increases
c. Doubtful that zero-based budgeting is practically possible
4.

Quota Budgeting
In this nodel cost centers are given a control figure
and then requests to develop a budget based on this allotrrent.
Control figures nay be based on a dollar increase or decrease,
percentage increase or decrease, last year's budget, etc.
The control figures are generally arrived by the Finance Office
and co:rrmunicated through the Office of the President. Some
of the advantages and disadvantages to consider in quota budgeting
are:
Advantages:
a .. Cost centers can determine the total budget at an early
date
b. Administrators generallY. have flexibility to make decisions within control totals
c. Elimination of unrealistic budget requests
d. Entire university commmity is aware of the overall,
budget picture as reflected by quota figures
e. Mitigates the effects of policies
f. Budget can generally be prepared with one ·round
g. Process is well controlled
h. ·Minimizes the anount of paper work
Disadvantages:
a. Tendency to base the new budget aJ..rrost entirely on
the old one
b. Central administrators must decide what· support level
will be allowed for various cost centers. Sometimes
this decision is nade on an opinion basis
c. Associated. with fonnula budgeting ("The rich get richer")
d. Quotas are generally placed on line items and not
programs
5.

Alternative level Budgeting
This nodel requires that several alternative budget
levels (generally two or three to be prepared.) The budget
levels are generally designated by the administration. (For
e:xarrple, 10% belCM present budget level, 5% rrore than present
budget level, 15 % rrore than present budget level. )
Advantages:
a. Good method of obtaining extensive program evaluation
and clarification of program priorities
b. Provides fuller infornation for central budgetary
planners
c. Offers alternatives for decision makers
d. Makes use of the judgment of personnel at the
operating levels
e. Forces administrators to be. cognizant of program priorities

r
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Disadvantages:
a. May be unrealistic if it is known that income is to be down
b. Analysis will generally concentrate on the most likely level
c. Much work is involved in preparing various levels
d. Central planning agency must set budget levels
e. Preliminary hypotheses about the marginal utility of
programs must be established
f. Much uncertainty about the level that might be funded
g. Hurts rrorale in that the person preparing a budget
:Knows that as a general rule only one level will be examined
and the other levels will represented wanted time

6.

Expenditure Classification Model
This model combines features of several budget models.
First, last year's budget is the starting point. Second, the
organizational unit is "forced" to eliminate X% of Y dollars of
old programs. Third, specific;; categories of "fixed", "semi-fixed"
and "variable" increases and decreases are classified and defined
for budget purposes. Fourth, new budget items are identified
and, fifth, items that are to be transferred to another program
are identified
a. Decrease of low priority l?rograms. Show how you would eliminate X% of last year's budget
b. Fixed increase or decrease. Something a department has no
control over. "Fixed" must be defined by central office.·
Examples might be mandatory Civil Service increases.
c. "Semi-fixed" increase or decrease. Something a department
has little control over. Examples might be an inflation
factor, wage and price rollbacks , Civil Service step increase
d. "Variable" increase or decrease. An expenditure that a department head has control over. Again, the tenn "variable" must
be identified and agreed upon prior to budget preparation.
Examples of variable increase or decrease might be: cutback
of personnel, new positions for current programs, supply
increases, decreases
e. New budget items or an item no longer budgeted. For exarrple,
fees waived, insurance, workmen's compensation, capital
inprovanent, etc. This category provides for a reasonable
method to designate a new budget item, without being defensive
of the budget increase
f. Transfer of current budgeting responsibility. This is designated as an ongoing program that is. being budgeted in a new
organizational area. For example, a program that might be
transferred to an academic department from a non-academic
deparbnent area of the transfer might be inter-university.
Again, this catego:cy from one department to .another should
allow for sm::x:Jth transfer of budget responsibility without
being defensive
An expenditure classification budget model can be adaptable
to either a program budget format or a line-item department
by department budget. A key item in the model is to identify
and agree on the meaning. of the expenditure categories before
the budgeting process begins.
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The advantages and disadvantages of an expenditure classification
rrodel are as follCMs:
Advantages:
a. Gives a clear picture of the budget
b. can focus analysis on programs
c. Provides a rational basis for explainir:ig increases and
decreases
·
d. Offer alternative to the decision maker
e. Budget priorities can easily be established
Disadvantages:
a. A lot of work involved
b. Somewhat arbitrary decisions must be made on the classification of expenditures. Must be complete agreement
with all the units affected by the budget99
The variety of budgeting rrodels listed in the preceeding corrpenditun
is testinony to the search for less costly methods for meeting institutional responsibilities while retaining acceptable levels of educational
quality.
Research Studies Related 'lb
the Budgetary Processes
TYK> of the research studies typical of the investigations done

on the budgetary processes in institutions of higher education were
the studies conducted. by t-teonnell and Feddersen.
McConnell investigated the budgeting procedures of selected Catholic
colleges and universities in Pennsylvania with a view tc:Mard: (1) Identifying the budgeting procedures. used in catholic colleges and universities
and how they conpared with accepted procedureal criteria, and, (2) evaluating how these procedures differ if any from those of other institutions
of· higher education.

Six institutions chosen for geographical location,

enrollment, and religious order were studied.

McConnell's study re-

vealed that:
99ohio Board of Regents, "Program Budgeting: Universities,
(Columbus, Ohio: Board of Regents Press, 1973) ,pp. 55-57.
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1.

The process of preparing the annual budge-t;. encarrpasses two
major areas: the actual preparation and fonnulation of the budget
with its ultimate adoption and the execution and control of the
budget which usually centers around budget revisions before and
after final approval; control of expenditures so that they do
not exceed the arrount appropriated within the budget and final
budget closing at the conclusion of the calendar year.

2.

That the budgeting procedures as practiced by Catholic colleges
and universities investigated do not differ significantly
from those of non-catholic institutions except: contributed
services, annual provincial assessment, student aod religious
scholarships and religious approVa.l of the budgetlOO
.
A self-evaluation checklist on budgeting consisting of evaluative·

questions pertinent to the three con:ponents of the budget document--the
education plan, the expenditures plan and the revenue plan offered by Feddersen as a result of a study he conducted utilizing the Delphi technique
to actually test these criteria, are of invaluable assistance to administrators and others involved in the preparation, presentation, authorization',
implementation, and evaluation of budgets.

The self-evaluation checklist

follows.

1.

Has the college established clearly stated institutional and
budgetary goals and objectives which act as overall boundaries
and guidelines for institutional and financial policy and deci. sion rreking?

2.

Has the college established institutional and budgetary objectives
which are in some way subject to measurement?

3.

Is the college's· budgetary approach or any of its programs in
conflict with stated goals and objectives?

4.

Has the college established a priority ranking for objectives
and programs?

5.

Does the college have in writing and comnunicate to all budgetmakers a list of standard definitions for all financial,
budgetary, and academic tenns?

6.

Has a budget timetable which translates the budget cycle ·into
sequential steps with dealines and assigned responsibility been
established?
I

lOOJames Le Roy M:XX>nnell, "An Investigation of Budgeting Procedures
of Selected Catholic Colleges and Universities," (Doctoral dissertation,
Pennsylvania State university, 1967) •.
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7.

Does the college provide short-term inservice training for
those inwlved in budgeting?

8.

Does the college have a sound accounting and financial reporting
system which is integrated with the budgeting system?

9.

Does the college make use of the corrputer as a tool to ease
the burden .of analysis, calculation, and reporting?

10.

When making budgetary and program decisions, does the college make
unit cost measures such as FTE student cost, credit hour cost,
and program cost, available as input infonration?

11.

When allocating limited resources, are alternative plans for
accomplishing given objectives considered?

12.

When allocating limited resources, are life-cycle costs of
programs and activities projected and considered?

13.

When allocating limited resources, does the college weigh costs
against potential benefits?

14.

In addition to preparing an annual budget, does the college
prepare long-range projection of future reveneues and expendib,rres?,

15.

Does the college have a program infonnation system for providing
valid program profiles?

16.

Has the college examined faculty production standards to see if
is possible for scree of the increased budget costs could be offset
by increased p:roductivity?

17.

Does the college have and utilize a phasing-out procedure for
programs and courses that have outlived their usefulness?

18.

Are revenue~ and expenditures related in the budget document,
and are all departments and programs also included in this document and related to each other and the resources available?

19.

Has one person been designated as being~fesponsible for coordinating the entire budgetary P+ocess?

20.

When a ·cost center's budget request requires cutting, is the
person responsible for the cost center asked where the reductions
should be rnci.de within the cost center?

21.

Has a budget or priorities committee been established to review
the total budget requests and make final appropriations reccmnendations to the president?

22.

Is the budgetary process sufficiently democratic so that there
is widespread contribution of necessary budget input infonration,
and involVement in budget decisions by those affected by the d~
cisions?
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23. Does the college carrrmmicate as clearly as possible to trustees,
faculty, staff, students, and the comm.mity, its goals, objectives
policies, priorities, program and program rationale, staffing,
'
facilities, revenue, budget and expenditure infonnation?
24. Does the college have sufficient talent to handle the complexities
of budgeting and is .this talent utilized effectively?
25. Is the possible effect on institutional rrorale considered by
those responsible for allocating financial resources?
26. Does the college infonnally and fonnally evaluate the entire resource-allocation system? Are the results of evaluation used
as feedback during the next budget cycle?
27.

Does the college evaluate the extent to which objectives have
been achieved? Are rrost short term objectives satisfied?

28. Is budgeting conducted on a continuous year-round cycle?
29. Is the bu:iget prepared in sufficient detail so that re~~si
bility can be decentralized and analysis made possible?
The questions includ.ed in Feddersen's checklist. for evaluating
budgeting in colleges confinn the significance of the budget docuirent as
a tool for planning, coordination, control, and managerrent.

The checklist

also conveys that the budget. docurrent itself has to be planned, coordinated
and controlled, and, that the processes of bu:igeting and planning are interrelated, e.g., budgeting is an integral part of planning, and planning
is an integral part of bu:igeting.
Thus far, the review of the literature expanded on the context
of this study by presenting an overview of the budgetary processes, the
budget document, the budget calendar, and historical developments related
to higher education in general and nursing education in particular.

Re-

search studies related to budget functions, budgeting practices and
procedures were briefly presented.

The organizational elements of tasks,

actors, strategies and environrrent have been looked at. A discussion of
bUdgeting technology follows.
I

lOlwilliam H. Feddersen, "Developing Criteria for Evaluating
BuQ.geting in Public Comriunity Colleges," (Fd. D. dissertation, Coltmbia
1J.n1versity, 1973).
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Technology and Budgeting
Technology has been defined in various ways.· Perrow defines
technology as "the actions that an individual performs upon an object
with or without the aid of tools or mechanical devices, in order to make
so:rre . change in that object. 102

Technology can also be viewed as the

application of science-based :rrethods, infonnation, data and kru::M-hcM with
the primary intentions that the technical objectives should be aGhieved
economically and in. a free market profitably.l03
Paraphrasing the above definitions, the technology of budgeting involves sets of activities, :rrethods, processes, layouts, arrangements,
patterns, equipment, machines or tools in identifying and assigning resources to transfonn what Astin referred to as "student inputs" and ·
"environmental inputs" into "student outputs", in ways that are costeffective.
Gibson and others posit that the choice of technology is related
to the type of input which the firm processes and also to the output
which is returned to the environrrent. 104

LittE:irer refers to tv.u ways

of evaluating technologies--instrumental;Ly and economically.

In eval-

uating a technology instrurrentally, the question "Does it work" is
asked.

Economic criteria conSider whether the desired outco:rre was accom-

plished with the rrost economical use of resources or if the greatest
102Charles Perro.v, "A Framework for the CoiTparative Analysis of
Organizations," American Sociological Review 23 (April, 1976), p. 195.
103Litterer, Analysis of Organizations, pp. 286-289.
104Ja:rres L. Gibson, John M. Ivancevich, James H. Donnelly, Jr.,
Organizations: Structure, Processes, Behavior, (Dallas: Business Publications, 1973), p. 107.
I

79

. 1 e return was a ch'leved . 105
possib
A typology and listing of the wide array of technologies available
to administrators for the identification, prediction, allocation, and
evaluation of resources is offered by the Ohio Board of Regents as outlined beloW.
Aids to Resource Allocation
I.

Non-quantitative approaches - these consist of non-quantitative
or subjective tools which eire based on value judgnElt, experience
and intuition. The operational description of these tools lies
in the realm of behavioral science; they rely on individual or
collective judgrrent.
A. Creative :rrental processes (hunches, creativity, intuition)
B. ·Finding the critical factors
1. Sirrple decision chains and tables
2. Asking the right questions
3. Past experiences and knowledge
c. Organization per se
D. Rules of thuni::>
E. Sirrple problemrsolving steps
F. Policies and procedures
G. General knowledge in the field

II.

General Systems Methods
A.
B.

c.

D.

Problem design
Non-qucmtitative simulation rrodel building
1. IDgical-analytical franeworks
2. Adaptive search
-3 ~ · Work flows
ACcounting Systems and M:rlels
1. Responsibility accounting system
2. Balance sheet and income staterrent, balance of funds
3. Cash-flow analysis
4. Accounting and budget ratio analysis
5. Break-even analysis
Design of Info:rna.tion Systems
1. Managerrent Infonnation Systems (MIS)
2. Ohio Board. of Regents Information Systems

105Litterer, Analysis of Organizations, p. 286.
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III.

Conventional Scheduling M:Xlels
A.

B.
C.
D.
E.

F.

Timetables
Manning Tables
Gantt (Bar) chart
Milestone charts
Critical Path Method (CPM)
Line of balance charts

IV. Quantitative (Ma.thematical-statistical)

.A.

Older quantitative methods
1. Quantitative forecasting
a. Trend extrapolation
b. Exponential srroothing
c. correlation analysis

B.

Newer Ma.thematical Techniques
1. Probability theory
2. Computer simulation
3. Linear progranming
4. Network analysis {PERI' Time and PERI' Cost)
5. · Heuristic problem solving
6. Gaire theory
7. Cost-benefit analysis
8. Decision trees
9. Utility profiles
10. Statistical probabiliti~s

C.

Complex methods combining several tools
1. Delphi ~echnique
2. Systems analysis
·3. CAMPUS
4. Resource Requirements Prediction M:Xlel {RRPM)
5. Student flow m:.xlel
6. PPBsl06

As a general background to a more detailed presentation of same

of the specific systems-oriented technologies cited in the preceeding
outline,

the methods of operation of systems approach is presented as

described by Knezevich:
1.

Organization as a system - viewing the organization as a system
with an array of resources focused on a set of objectives to be

106ohio Board of Regents, Planning:Universities, p. 67.
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2.
3.

4.
5.
6.
"-'·

7.

:r.

~··
8.

9.
10.
11.
12.

satisfied according to a predetermined plan.
Organization as a delivery system - considering an organization
or an inst1tut1on to be a delivery vehicle, that is, a means of
converting inputs (resources) into rrore desirable outputs (results)
Dynamic relationship among elements - recognizing that elements
and subsystems within the total system are. interactive and interdependent components.
Mission orientation - emphasizing the identification and clarificatlon of long-and-short-range objectives must be the first
o~der of activities in operation of the organization.
Irtevitability ·of change - recognizing change as no:rmal, and,
therefore, that redefining goals and re-ordering priorities are.
continUing functions. ·
·
·
I:rrp:?rtance. of rrodels -.creating rrodels, which identify critical
factors and establish patterns of relationships among them, to
study any and all dimensions of the organization.
I:rrpbrtance of alternatives - demanding a search to identify alternatives for atta.inmant of each objective and analyzing the
cost-benefit index for major alternatives.
Importance of lon~-range planning - emphasizing long-range planning.
M:>n1toring operat1ons - establishing rronitoring subsystems to
determine deviations from targeted objectives.
Interdisciplinary problemrsolving.- employing interdisciplinary
problemrsolvirig team.
,
Scientific decision-making - implementing sophisticated, objective
and sc1entifically-or1ented procedures for decision making based
on verified data and quantitative analysis.
The ·evolving system - recycling operations to revise or irnp~'B'7
procedures follaving experience and appraisal of experience.
McCanna states that the application of a systems-oriented

technological resource allocation aid such as PPBS to any area of endeavor
requires that solutions be found to problems in seven areas: program fo:rmat
or structure, analytical techniques, supporting info:rmation systems, process,
organization, staffing and strategies. 108
Systems-Oriented Technologies
PPBS
The various phases of PPBS are surnnarized by Knezevich as:
1.
2.

Identifying and clarifying measurable· and significant outcones
Generation of a progr;:mmatic fo:rmat based on such outcomes
107Knezevich, PPBS, p. 110.

108walter Francis McCanna, "College and University Planning,
Programning, Budgeting: criteria for the Definition of Programs and Program Elements," (Ph.D. dissertation, 'Ihe University of Wisconsin, 1969) •
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3.
4.
5.
6.
7.
8.

Searching for and acceptance of rreaningful program al tematives
Identifying the type and magnitude of relevant resources
demanded for the pursuit of the program al temative
Systems analysis of each altemativ~
Deciding on resource allocation using analysis results
Preparation of the program budget document
.
Appraisal of the preparation and execution of the program budget.l09
The grCMing popularity of PPBS is evident in the abundance of

studies and publications related to this multi-dimensional planning and
decision-making sytem.

Some of these studies are presented in the review

of related research.
Forecasting
A "forecast is defined as a prediction of f~ture conditions based

upon a realistically hypothesized 8nvironTent and specified
g:lrding the r;articular activity of interest."llO

pr~ses

re-

Forecasting techniqu~

can be divided into two basic catego:r.ies: (1) judgmental forecast techniques,
e.g., judgrrental forecasts, delphi and scenarion; (2)

rrodel-based fore-

casts, e.g., analytical rrodels, simulation rrodels, intrinsic rrodels, (curve
fitting, tirre series), extru.sic rrodels (regression, econorretric, inPutoutput).
Judgmental Forecasts
Judgmental forecasts are the nost fundamental and perhaps the nost
frequently used technique.

Future values of a variable are predicted

by directly specifying their level.

A danger with judgmental forecasting

is when inexperienced persons make forecasts and when individual forecasts
111
are rrerged into "consensus forecasts. "
109Knezevich, PPBS, p. 112
llOohio Board of Regents, Corrputer Services, (Columbus, Ohio: Board
of Regents Press, 1974), p. 105.
I
111Ibid.
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Delohi Method
This technique has been used to forecast future technological
events bv a method of iterations.

Basically. exoerts resoond simulta-

neously to a well defined forecasting

question.

The resp:mses are then

statistically summarized, returned to the experts, and revised forecasts
are prepared.

The procedure ends when a concensus or total lack of con-

sensus is achieved.

The merit of the procedure lies in its ability to

maximize the advantage of group dynamics in foreCa.sting while minimizing
the problems caused by dominanat personalities and silent experts .11 2
Scenario
In this technique, the procedures are initiated by postulating

a fonnal set of assurrptions {a scenario) about the future environinent.'
Logical arguments are then utilized to develop various specific consequences of these assl..ID'Ptions and ·these consequences form the basis for
the forecast. 113
Model Building Forecasts
The majority of rrodel building forecast techniques involves a
description of the situation in mathematical terms such that the outcomes
of various chnage can be quickly and economically established through
mathematical term corrputation.

The canputer is used in IIDst rrodel build-

ing forecasts if there is sane complexity and this has led to the develo:prent

ot a

number of simulation languages as well as application programs

available in computer libraries.

The simulation languages allow the fast

develop:rent of the rnathematical rrodel of the process and this in tum
. 112Ibid.
113rbid.
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allows quick response to "what if" types of questions.
Some general types of application program provide detailed infornation regarding a number of areas of concern to computer services management, i.e., cash flow analysis, grovli:h projections, linear regression,
and PERI'.

The use of these programned package is usually cost-effective

since no developnent time need to be spent--all that is required is the
sul:rnission of appropriate data and an understanding of the underlying
assumptions in the model.ll4
Gaming
In gaming, the participants called players "WOrk in groups called

teams, on a problem.

They take decisions of an econanic nature such as

level of price, the rate of w::>rk or production and the allocation of resources.

,.

The results of these decisions are calculated somewhat as if

the decisions were made in real life.
back the teams make further decisions.

Based on these results called feedIn a sense then, this type of

gane is a decision making laboratory very much like a science laboratory.
In it one can ~iment such as not allowed in real life and make mistakes

without the implications of the costs of such mistakes were they made in
real life. The real world is simulated· and imitated but inspite of the
artificiality of the game world there is learning resulting from the playing of the game.llS
114rbid.
llSK. M. Hussain, Gmling M:x:1els in Higher Education: Programs
on Institutional Management in Higher Education, (Paris, France: Center
for Educational Research and Innovation, October, 1974).
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Research Studies Related to
Budgeting Technology
The literature abounds with analytical studies related to resource allocation.

Dissertation studies on designing and evaluating re-

source allocation models are presented to illustrate the increased attention given to forecasting .techniques within the last decade. Serre of
the studies regarding models, PPBS and MIS follow.
Ames' A.I.D. Model
Ames developed a model called the "Administrative Instruments
for Decision" (A. I. D. ) system.

Ames stipulated that the directions for

bnproving budgeting decisions are aligned with three themes: (1) that
educationp.l budgeting could be inproved by developing rrethods to define
·and rreasure objectives, (2) that nore needs to be done to reduce the
corrplexity and obscurity of the information used to make budgeting decisions and, (3) that there is a need to spend nore tirre considering the
future consequences of today's budgeting decisions.ll6
Vaughan's Process M:>del
Vaughan developed a process model integrating planning in a
State Education

A~cy.

Vaughan examined existing practices in the

State Education Agencies and the literature on the theory of planning
and budgeting.

Indicators to test the integration of the planning and

budgeting processes were generated and further verified by a panel of
experts.

The indicators were carposed of processes, procedures, or

overall consideration and include:
ll%chael M. Ames, "Application of Certain Business Procedures
to Budgeting in Higher Education," (Ph.D. dissertation, Clarem:mt -Graduate
1
School and University, 1972)·:
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1.

2.
3.

4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.

Evaluation is formally used as input to planning
The organizational environment is graphically described and
understood
Anticipated revenues are estim:l.ted early and are fonnally
considered
Constraints are formally considered
Planning guidelines are fonnally developed, circulated,
and utilized
Alternative programs are developed and costed
Priorities are established with their related costs
Results of planning are utilized in budgeting
Decisions are made by appropriate officials
A rational planning and management sequence is followed
Management controls are utilized
A program structure is established
Planning questions are formulated, updated and anSW"ered
Needed legislative changes are formally considered
To denonstrate how the agency planning

and budgeting processes

were integrated, the process nodel was tested with the indicators and
found to meet the conditions specified.ll7
Weaver's AFCB .M:ldel
Weaver developed an "Alternative Futures Contingency Budget"
.(AFCB) nodel based on the notion of contingency planning.

It is designeq

to accept the limited ability to significantly influence future states
of the \rorld.

It offers an approach which irrproves the ability of the

state government to respond rationally to whatever condition develops.
A range of "Alternative Futures" each of which consists of detailed
projections of relevant economic-political-social denographic characteristics
is presented to decision-makers.

The decision makers are to produce a

long range and supporting budget called "Contingency Budget" for each
of the "Futures. "118
117carol M. Vaughan, "A Process .M:ldel for Integrating Planning .
and Budgeting in State Education Agency," (Ph. D. dissertation, The

University of labama, 1976).
118Rodger L. Weaver~ "PPBS and Alternative Futures Contingenct
Budgets: A Corrparative Theoretical Analysis," (Ph.D. dissertation, University of Utah, Mar9h, 1974).
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Said's I.H.E. Model
Based on the observation that the present budgeting and accounting .systems have been shown inappropriate for dealing with the ccrnplexities and peculiarities of the institutions of higher education.
It allows for the treatment of conflicting goals, provides for consensus
decision-:rraking and lends i tseif to use for planning and control, as well
as for description.

By use of an ·abstracting principle called shadowing,

the model schematizes an organization's utilization of resources and
its impact on society external to itself.

It generates alternative plans

and forecasts the effects each would have on the organizational system
as a whole, so that decision :rrakers can choose courses of action on the
basis of future effect when no one plan is obviously optirral by other
critieria. 119
~mack's Model for Predicting
m:mtal Maintenance Budgets

Depart~

Wonack. developed a model for predicting .departmental maintenance

budgets and expenditures at the University of Arkansas.

The study was

designed to aid the equitable distribution of maintenance nonies to
departments based on objective data either by histo:cy or by judgment.
It was hypothesized that significant multiple correlations existed between departmental maintenance costs and the size of the depart:Irent in
tenns of classes, sections, and laboratories offered, the production of
the department in tenns of student-semester-credit hours produced and
the number of degrees, in addition to other unique characteristics of
academic departments.

It was concluded that the variables for treatnent

119Kam3.1 el-Dien Said, A Budgeting Model for an Institution of
Higher Education, (Texas: Board of Regents, University of Texas Systan,
1974).
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did have a significant relationship to the budgets and expenditures of
the academic departments of the University of Alabama and that funds for
maintenance have generally been allocated in a rational basis using.
commonly accepted measures.120
LeWis ' CBS r-txlel
lewis developed a corrputerized costing and budgeting simulation
rrodel, the "Costing and Budgeting Systan for Higher Education" (CBS)
which rrodels the instructional setting in an institution of higher education.

Lewis describes tBs as a management tool designed to assist ad-

ministrators and planning committees in making rational decisions regarding the allocation and utilization of instructional resources.

'Ihe rrodel

is limited to the. calculation of direct costs of instruction, and ma.y be
driven with historical or proje<?ted data, i.e.:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.

Credit hour load on FTE major induces on each discipline
The total credit hour load that all students in a major
collectively induce on each discipline
The percent of the total credit hour demand in a discipline
that goes to support· each program
The percent of total credit hours consurred from each discipline
'Ihe dollars that leave each discipline to support each Fl'E major
'Ihe dollars that leave each discipline to support collectively
all students in each major
.
Unit costs per credit hour for each discipline
FI'E definitions of faculty workload for each discipline
Student--teacher ratio for each discipline
Faculty productivity ratio for each discipline
Total nurrber 6f faculty and total faculty slary dollars for
each discipline
Total budget inclu:ling line item expensesl21

120parris w. W:Jma.ck, "A r-bdel for Predicting Departmental
Maintenance Budgets and Expenditures at the University of Arkansas,"
(Ed. D. dissertation,. University of Arkansas, 1972).
121Jack M. lewis, "'Ihe Developrrent of a Computerized Costing

and Budgeting Simulation ~el for Higher Education," (Ed.· D. Disserta-

tion, Virginia Polytechnic Institute and State University, April, 1976).

89
Kellogg's Study on Virginia's
State Budgeting Process
Kellogg examined the budgeting process of the state of Virginia
in ·light of the national trend t<Mard nore centralized, fonnalized, and
rational techniques for allocating funds to public institutions of higher
education.

Kellogg, concluded that the state of Virginia became finnly

corrmitted to fonnal :rrethods of budgeting as evidenced by:
1.

2.
3.
4.
5.
6.

Adoption and refinement of formula budgeting by both the Division
of the Budget and the State Council of Higher Education
Development of Infonnation Data Gathering System and Analysis
System by the State Council
Purposeful developnent of an autonated data processing capability
by the State Council
Initiation of electronic data processing techniques by the
Division of Budget
Adoption of functionally oriented Chart of Accounts representing
a step in the direction of a program fonmt
The combination of the concepts of program and budget review
administered by the State Council in effect constituted. a fonn
of program budgeting itself, because the process involved establishing priorities of higher education . 122

Arnold's Study of the Status
of
PPBS 1n Ill1nois
.
--=--~-~==:;.:.__~ .
Arnold conducted a status study of Planning Progranming Budgeting Systems in selected institutions of higher education in Illinois
by focusing on the readiness and willingness of administrators to plan
and manage affairs under the concepts errbodied in PPBS. The opinions,

perceptions, and attitutdes of Governing Board Members, Institutional
Presidents, and Vice-Presidents for Business Affiars of selected schools,
about PPBS were surveyed.
1.

Arnold found that:

There appears to be a relatively low level of sophisticated
knowledge about PPBS, and that the knCMledge that is declared
is founded on a weak intellectual, albeit practical base.

122Richard Allan Kellogg, "State Controlled Higher Education
in Virginia and the Budgeting Process, 1950-1972: A MJve Toward Fonnal
Methods," (Ed. D. dissertation, College of William and Mary, January/
1974).
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2.

There are high levels of positive agreement about issues relating to comprehensive institutional goals and the planning and
resources necessary to support these goals
3. T11ere is generally high and positive agreement that there is
coordination of planning in the institutions arid the flexibility,
relevance, and vitality of institutional goals
·
4. The present budgetary procedures were highly appraised in
their capacity to support change in the educational processes
and to provide a ·basis for resource allocation
5. The present organization structures and staffing of the organization is appropriate
6. There is generally low assessment of the present management
information systems and the capacity of these systems to
support the decision-making and resource allocation processes
.7. There is clear indication that institutional policies may
irrq;:>ede the creative decision-making environment and that decision
makers must rely too heavily on on-quantifiable information
8. All groups indicate that there may be sc::me inequity of resourceallocations amorig systems of institutions and among institutions
9. There is suspicion about the willingness of institutions to be
compared and sc::me doubt about the management of present resources
being cons'l.lrlEd
10. With the exception of Qwerning Board :Members who derronstrate
a mixed feeling about training there is very ldvi appraisal of
the level of training in PPBS methodologies and serious doubts
about the adequacy of staffs with appropriate training to
irnplerrent the system. Presidents are in alrrost unani.rrous
agreement that staffs are. not available
lL
There is serious doubt about the. conceptual develop:nent of
of PPBS for Illinois higher education
12. There is conclusive evidence that the outputs of higher education
are not now sufficiently well developed so .that rational resource ·
allocation decisions can be made based primarily on economics.
Arnold cautioned that the foregoing conclusions do not suggest
that there is a totally inhospitable environment for an ·operational PPBS.
In that portion of the findings relating to the predicted or future status

of issues surrounding PPBS it was found that planning would improve and
be nore disciplined under the system.

There is .also evidence that deci-

sioris would be made easier under PPBS and that managernent information
system would be better.

The issues of policy fonuulating and decision

making does not appear to be of great concern.
Arnold concluded that while there are numerous indicators of.
positive agreement about both the present and future status of

issue~
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surrotmding PPBS, the negative elements are greater and that PPBS are
not

nON

appropriate to Illinois higher education.

There is no indication

that PPBS will at this time contribute to irrproved management and resource
allocation decisions.l23
Edward's study of PPBS
Perforrrance Planning Practices·
Another study related to PPBS is Edward's analysis of the PPBS
performance planning practices of selected school systems.

Edward's

study was designed to present infonuation to school system performance
planners that would be of use· to them in irrpleJrenting PPBS policy plans.
His· findings pertain to the attitudes of the superintendents of the
schools examined in the stmy.
attitudes

qnd

The results are based on the subjective

perceptions of the superintendents of schools.

Am;:>ng

~e

rrost noteworthy conclusions of Edwards' study are:
1.

2.
3.
4.

5.
6.

No significant relationship was found between the quality level
of the PPBS performance plans and the extent to which the superintendent perceived himself as participating in the making of
the .initial decision to introduce PPBS into the school system.
The rrore favorable the attitude of the superintendent toward
the PPBS performance planning activities, the higher the quality
level of PPBS
· No significant relationship was found between the quality level
of PPBS perfonuance plans and average daily attendance, population of the comnun.ity, and geographical location of the commmity.
·No significant relationship was found between ·the quality level
of PPBS performance plans and whether or not the superintendent
perceives himself as voluntarily implementing PPBS or being forced
to implement PPBS
No significant relationship was found between the quality level
of PPBS perfonmnce plans and the incidence of irrplementation
problems occurring within the school system
The age, education level of the superintendent did not affect
the quality level of the PPBS perfonuance plans. HCMever, younger

123Ibnald R. Arnold, "A Status Study of Planning, Programning,
Budgeting Systems in Selected Institutions of Higher Education in Illinois,"
(Ph. D. dissertation, Carbondale:Southern Illinois University, 1967).
I
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superintendents tended to have rrore favorable attitudes toward
PPBS than did older superintendents. Superintendents with
doctorates tended to perceive themselves as voluntarily implementing PPBS, while superintendents without doctorates
tended to perceive themselves as being forced to implement PPBS124
M:::Govern' s Study on .the Faculty Data Most Needed
for ·Management Control and Program Budgeting
·
McGovern detennined the faculty data rrost needed for management
control and program budgeting.

Management control concerned operational

{present) evaluations and administrative actions while program budgeting
designated long-term evaluations and budgetary actions.
The Delphi method of iteration and feedback of group response
between

questionnaire~

was used to obtain a consensus for the choice of

faculty data requirements. The faculty data categories included in the
questionnaires consisted of 35 i terns:
Degrees
Origin of degrees
Undergraduate major/graduate majors
Title of dissertation
Publication {titles and pUblishers
Awards and honors {descriptions)
Courses taught previously
Courses presently teaching
Special interdisciplinary competence
Level of students prepared to teach
Courses can teach {present and future)
Previous experience
Years of teaching
Rating as an advisor
Rating as a :mEmber of college conmunity
Foreign travel
Rating {success) as a researcher
Salary/annum {day school)
Hours taught last serrester {part time)
Hours taught last serrester {full time)
Nature of outside work
Hours per week of outside paid work
Faculty rank
124Donald R. Arnold, "A Status Study of Planning Progranming
Budgeting Systems· in Selected Institutions of Higher Education in
I
Illinois, II {Ph. D. dissertation, carbondale: Southern Illinois
University, 1967).
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Tenure
Sex
Age
Number of years since last degree
corrmunity affairs involvement
Professional association memberships
College innovative efforts {ne.w courses)
Student contact hours/week
Number of thesis advisees
125
Percentage of time {hour/week) in various activities
McGovern made· the follo.ving observations regarding the priority
ranking given by administrators of two-year colleges, four-year colleges,
and graduate schools

to these faculty data:
•

~·~

. ¥

1. Two-year College Adininistrators. The two year college administrators gave the highest pn.or1t1es to the :rrost easily measured
data .. Of the three levels of higher education, they were the least
.interested in "subjective categories" such as: "awards", percentage
of time in various activities, or rating as a teacher. Evidently,
managerrent control consisted :rrostly in determining courses taught
previously, presently, and possibly in the future. "Professional,
association rremberships", and "conrnunity affairs involvement" were
also unusually low compared to the four-year and graduate schools.
The priority rankings indicate that the qualities of the faculty
are not half as important as the quanti ties such as how m:my courses
they should or can teach.l26
. M::::Govern posits that if the conclusions of the two year college
a.Om:inistrators are accepted, then cost-effectiveness would suggest that
faculty rank, research, light teaching loads, etc., are inappropriate at
a two-year level; that consistent and effective management control
should consist of such ratios as cost/course, cost/student, cost/majorsttrlent and the nl..IDber of courses/deparbnent.
2. Four-year College Administrators. The four year college
a.Om:inistrators .displayed th,e greatest arrount of agreement for each
priority estimate. Ho.vever, they also indicated the largest aiTD\IDt
of concern for data categories related to prorrotion, e.g.: salary/
125James J. McGovern, "A Study of Faculty Data Needed for .Managemerit Control and Program Budgeting: A Delphi Systems Analysis," {Ph. D.
dissertation, New York University, 1973) .
126Ibid.

I
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armum, faculty rank, and tenure status. Also, the fact that this
group had the highest priority scores for such categories as student
contact hours; and interdisciplinary competence indicates an attempt
to use their faculty well.
3. Graduate School Administrators. As expected, rrost of the ~
quality-assessment type of data were ranked highest in the gra~~te
level, e.g: origin of degree, publications, awards and honors.

Sumnary
The foregoing review of research studies related to the technology
of budgeting concludes the revie¥ of the literature.

In this chapter,

data related to tasks, actors, structure, technology, enviroi'lire!lt, and
strategies related to the budgetary processes of preparation, presentation,
authorization; implementation, and evaluation were gathered from publications
and research studies done in the fields of business, management, economics,
public administration, organization theory, and. higher education.
The revie¥ of the literature represents the first phase of
·this study. . Data gathered from the literature review are surmarized
, and presented in Table 1, pp.
127Ibid.

,
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TABLE 1.--Summary of Literature Review Findings (1964-1976) on Tasks,
Actors, Structure, Technology, Environment, and Strategies
in the Preparation, Presentation, Authorization, Implerrentation,
and Evaluation of Budgets
Budget
Process
Budget Preparation

Tasks
1.
2.
3.
4.
5.
6.
7.
8.

Establish budget planning
assumptions
Project potential income
based on all fund sources
Calculate resource requirerrents based on program goals
and objectives
Establish priorities and
alternatives based on
institutional priorities
Check requested arrounts
against established guidelines or fonm.lla ·
Prepare docurrentation to
support .the budget plan
Consult financial experts
as appropriate
Utilize electronic data
services to facilitate
analysis

Actors
President
Chief Academic
Officer
Chief Financial
Officer
Controller
. Academic Dean
Division Chairman
. Departrrent Chairman
Faculty
Students
Administrative Staff
Statistician
Systems Analyst
Data Processor'
Auditor
Financial Consultant

I
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Structure
Centralized
Decentralized

Technology

Strategies

Use of electronic data
processing

Mode of computer use:
Off-campus, centralized or decentralized
Batch processing
Interactive time
sharing
Dictated computer

Dual bureaucracy
Managerrent
Academic
governance

Functional computer
use:
Teaching
Problem solving
Production processing
General
Systems
Methods

Problem design
Nonquantitative simulation
· M:xlel building
I.Dgical analytical
franeworks
Adaptive search
Work flows
Design of Infonnation
System
Managerrent Information Systems
OBR Unifonn Information Systems
. WIOIE-NCHEMS Infor. mation Systems
Conventional Scheduling M:x:lels·
Timetables
Manning Tables
Gantt (Bar) Chart
Milestone Chart
Critical Path Method
Line of Balance
Charts

Envirol1IlEl1t
End of the golden
decade in higher
education
New depression in
higher education
arising from:
Inflation
Unemployrrent
Student unrest
Excess campus
space
Dip in the stock
market
Tight federal
and state situa~
.tion
Surplus of Ph.D.'s
and highly trained
engineers and sci-.
entist
Actual closing of
a nurrber of colleges
Faculty unrest:
collective bargaining
Energy crisis
Systems approach to
managerrent
Increased involverrent of federal and
state goverrnnent in
master planning and
coordination of
education
Emphasis on statu-·
tory and accrediting
requirerrents
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TABLE 1. --continued

Budget
Process

Tasks

Actors

Budget Pre- ·
paration

I
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Structure

Technology

Strategies

Envirornnent
Faculty and student
assertiveness in campus governance
Increased use of technology in planning,
management, evaluation,
and instruction

...

Decrease in the traditional 18-21 year .
old college student.
Emphasis on lifelong
·learning for all ages.
Increased enrollment
in nursing •
Non-traditional approaches to teachinglearning
Golden decade in
higher nursing education characterized by:
National studies
on nursing resulting
in recommendations
for state planning,
funding for nursing
education with priority given to baccalaureate and
higher degree programs
Use of rredia and computer assisted technology in nursing education
Passage of federal and
state laws appropriating fun~ for
nursing education

r
~
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TABLE 1. --Continued

Budget
Process

Budget Presentation

Tasks

1.

2.

Provide review of the
budget by appropriate
groups
Submit budget request on
tine and rreet with
appropriate individuals
to discuss budget request;
consider possible alternatives to any proposed
deletions or reductions

Actors

Citizens
Special Interest
Groups,
Students
Faculty
Depart::trent Chainnan
Division Chairman
Academic Dean
Chief Academic
Officer
Chief Business
Officer
Budget Committees
President
Board of Trustees
Board of Higher
Education
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Structure

Technology

Strategies

Environment
Political activism
of nurses in lobbying
for laws favorable to
nursing
Push from professional nursing organization to move all
nursing programs to
mainstream of nursing
education

Vertical
and lateral
lines of
conrnunication and
authority

As cited in
the process of
budget preparation

•

As cited in the proc-

ess of budget preparation plus the following. approaches:
Non-quantitative
approaches-consist
of non-quantitative
or subjective tools
which are based on
value judgment, experience and intuition.
The operational
description of these
tools lies in the
realm of behavioral
science; they rely
on individual or
collective judgment.
Creative :rrental
processes:
Hunches
Creativity
experience
Judgment
Intuition
Brainstorming
Finding the critical
factors:
Asking the right
questions
S.inple decision

As cited in the process
of budget preearation
plus the following
factors:
External pressures
acting on institutions
such as:
Relentless sweep
· toward egalitarian
social philosophy
The increasing
needs of citizens
to cope with change,
preserve their
identities against
the rrassive rrachinery of conterrporary
civilization and
live meaningful
lives
Public disenchantment with higher
education's research
priorities and
failure to grapple
with urgent social
problems
Increased deffiands
for institdtion of
higher education to

r
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TABLE 1. --Continued

Budget
Process

Tasks.

Actors

Budget Presentation

I
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StrUcture

Technology

Strategies
chains and tables
Past experiences
and knowledge
Organization per se
Rules
thumb
Simple problem solving
steps
Policies and procedures
General knCMledge in
the field
Control strategies:
Coercion
Remuneration
Nonnative
Power base strategies:
Coercion

of

'Reward

legitimacy
Expertise
Reference
Change strategies:
Power
Normative/reeducative
Empirical/
rational
Social influence
strategies:
Corrpliance
Identification
Internalization
Also, strategies cited
in the process of
budget authorization,
implementation and
evaluation

Enviromnent
render comnunity
service
Phenorrenal growth
of junior camrunity
oolleges
Increased recognition
of role of private
education. Financial
aid to private education from state
and federal agencies
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TABLE 1. --continued

Budget
Process
Budget Authorization

Tasks
1.

Obtain official approval
of the budget with adequate
lead tine f>r .implerrentation

Actors
President
Board of Trustees
Board of Higher
Education
Legislature
Governor
Auditors Internal
to the Institution
Auditors External
to the Institution·

104

Structure

vertical
lines of
forrral communication
and authority culminating in
the ulti-·.
mate p:Mer
vested in
the Board
of·Trustees
in private
schools and
in the Office
of the Governor in
public
schools
legal authority vested
in the IBHE
to review
and rrake
reconnendations on
the budgets
of public
schools and
allocate
state capitation
rronies to
private
schools

Technology
As cited in

budget prepation and
presentation

Strategies

Envirorurent

As cited under budget
preparation and pres-

Priority given to
education of health
professionals

.entation plus the
following approaches:
Accounting Systems
and Models:
Res}:X)nsibility
and accounting
system
Balance sheet
and incorre
statement
Balance of
funds
Cash-flow
analysis
Accounting
and budget
ratio analysis
Break-even
analysis
Older quantitative
rrethods:
Quantitative
forecasting
Trend extrapolation
ExfX:>nential
srroothing
Correlation
analysis
Newer mathematical
techniques:
Probability
theory
Computer
simulation
Linear
programning
Network analysisPERI'

Public demand for
accessible, effective,
acceptable, continuous
health care delivery
systems
Shortage of nursing
in Illinois

manpower

Priority.giv~ to ,
baccalaureate and
higher degree programs
in nursing

Push for continuing
education for nurses
Increased recognition
and involverrent of
nurses and nursing
organization in politics
and legislation
Push for ratification
of equal rights arnendrrents in state laws
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TABlE 1. --continued ·

Budget
Process

Budget Implementation

Tasks

Administer the budget plan
based on control measures
and with provision for
flexibility in implementation

Actors

Academic Dean
Division Chairman
Departrrental Chainnan
Program level Coordinator
Controller
Chief Financial Officer
Chief Academic Officer
President

I
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Structure

Technology

Strategies

Envirorune.nt

Heuristic proplem
solving
Game theory
Cost-benefit
analysis
Decision trees
Utility profiles
Statistical
.probabilities
Complex J.rethods
combining several
tools:
Delphi technique
Systems analysis
CAMPUS
RRPM
PPBS

Alternative
futures contingency
Budgeting
Student flow rrodel
Also 1 the strategies
cited in the process
of budget evaluation
Reflects
authority
decentralized in
departments

As cited in

As cited in budget

the process
of budget
preparation, presentation, and
authorization

Apparent lack of
preparation, preseninternal control
tation and authorization J.reasures

Also 1 strategies cited
in process of budget
evaluation

Increasing canpliance
with control J.rea,sures
i.rnt:osed by regulatory
and accrediting and
coordinating agencies
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structure
Vertical
and lateral
lines of
corrnruni.,..

cation and
authority
resulting
from the
iterative
and cyclical
nature of
the
budgeting
process

Technology

Strategies

All of those
cited in the
preparation,
authorization,
and implementation of budgets as cited
in the proceeding
colurm.s

As cited in the prepa-

ration, presentation,
authorization, implementation of budgets,
plus the following
approaches:

Environment
As previously cited,

plus, increasing
concern for accountability internal
and external to the
institution

Accounting structure
for the outputs of
higher education:

Instructional OUtputs
Cognitive Attributes
of Students:
Level of general
knowledge
Level of knowledge
in chosen field
•
Basic language
arts skills
Critical thinking
and reasoning
General
intelligence
Affective Attributes
of Students:
Self concept
Satisfaction with
educational
experience
Citizenship
Values
Achievement
rrotivation
Tangible Attributes
of Students:
Earning power
Awards
Affiliations
G.P .A.

Level of
educational
attainnent

.
l.

;ir·.···

...

'
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TABlE 1. --continued

Budget
Process
Budget Evaluation

Tasks

Actors
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Structure

Strategies

Technology

Envirorurent

Flexibility of
employment
Areas of career
interest
Institutional Environrrent Outputs
Academic Environrrent
Attributes:
Rate of student
success
Mean of titre to
reach degree
Faculty turnover
Faculty availability
to students
Academic resources
available
Quality of
instruction
Academic aptitude
mix

Student stress
Faculty stress
Social Environment
Attributes:
Degree of social
activity on campus
Racial mix
Socio-economic mix
Family attitude
characteristics
Social involvement
of student body
Percent resident
(on campus) students
Rate of marriage
arrong students
Physical environment ·
Research Outputs:
Reorganization of

•

I
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TABLE 1. --continued

Budget
Process
Budget Evaluation

Tasks

Actors
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Structure

Technology

Strategies
knowledge

New inventions and
developrents
New ideas and concepts
Personal involvement
of students arrl others
(instructional spinoff)
Public Service Outputs:
Student involvement
in corrmunity
Faculty involvement
in carrmuni ty
Cultural activities
available
Recreation activities
available
Continuing education.
activities
Social criticism
Personal services
Indirect oommunity
benefits
Community psychic
income
Prcx:luct testing

Environment

CHAPTER

III

PRESENTATION OF DATA
The purp:>se of this sttrly was to analyze and ccmpare the literature on btrlgeting processes and strategies with the budgeting processes
and strategies actually utilized in the preparation, presentation,
authorization, imple:rrentation and evaluation of the 1976 fiscal btrlgets
of ten selected Illinois baccalaureate nursing schools.
The focus of this study was to identify, analyze, and compare
the co:rrnonalities, similarities, and differences in the:
(2) actors,

(3) structure,

(1) tasks,

(4) technology, (5) strategies, and

(6) enviroi"lllEE1t associated with budgeting as· described in the literature
and as actually practiced in the schools participating in th.e study.
-Research nethodology underlying this stu:ly involved two dinensions:

(1) review of the literature between 1964-1976, and (2) a rrod-

ified case study of ten schools.

Review of the literature was confined

to the years between 1964-1976 because the golden decade of education
ended in the rnid-1960s ushering in a new depression in higher education
which sparked greater interest in budgetary processes and strategies.
Since fiscal year 1976 was the locus': for corrparison between the literature and field study findings, limiting the review of the literature
provided a Uniform baseline for comparison.
The rrodified case study approach in this study took the form of
site visits to each school for the purpose of interviewing the nursing
school administrator and studying docunents relevant to the budgetary
I

process in each· school.
113
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To generate literature data on budgeting processes and strategies,
a wide search and review of books, journals, and other· publications in
the fields of business, rranagerrent, public administration, economics,
and higher education was conducted.

A surrnary of the findings on tasks, actors, structures, teclmology,
strategies, and environment associated with the preparation, presentation,
authorization, implementation, and evaluation ofbudgets, as described
in the literature between 1964-1976 is shown in Table 1, pp.
Data gathered from the field study phase of this research investigation were generated from:

(1) resp::mses given by the chief nursing

administrators based on a validated interview guide, (2) study of docunents such as organizational charts, job descriptions, minutes of meetings,
planning d~unents, accreditation refX)rts, budget doct.IDY2nts and the
school catalog, and ( 3) feedback from the respondents on the written
transcript of the interview shared with them.
Findings from the field study are presented in rrodified case
presentation of each of the schools visited.

To :rraintain the anonymity

of each school, the schools are referred to by letters in the alphabet
rather than by their .actual n.anes.
The field study findings on the tasks, actors, structure,
technology, strategies, and environment associated with the preparation,
presentation, authorization, irrplementation, and evaluation of the
1976 fiscal year boogets of the sarrple nursing schools are surmarized
and presented at the end of this chapter, Tables. 2-10, pp.232-250.
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SCHOOL A

Institutional Background
School A was a state university located in the southern region
of Illinois.

In 1975, the university was 106 years old.

program was established 81 years after

Its nursing .

School A was founded in res:ponse

to a felt need for such a program in the area.

At the titre of this

stu:iy. the nursing program had been in existence for 25 years.
Programs offered at School A led to the baccalaureate, masters,
and doctoral degrees.

However, only the bacCalaureate and .masters

degrees were offered in nursing.

Additionally, oourses in continuing

education were offered by the nursing program.
One of the nine schools in the university, the nursing school
was administered by the dean of the school of nursing who re:ported directly to the academic vice..;.president and provost.

In 1975, the under-

graduate nursing program was fully accredited by the National League for
Nursing (NIN); the graduate program was provisionally accrediterl, the
total student enrollrren.t was 445, and the school had a faculty of 27
exchrling off-campus clinical preceptors.
Resp:?ndent' s Background
The dean of the school of nursing served as the res:pondent in
this· study.

In 1975, she had been on the job for two years.

eamerl doctoral degree.

She had an

She ,had sorre experience in preparing a depart-

rrental budget in another school prior to her apfOintment as dean at Scb:x>l
A.

In 1977, she attended a national seminar on budgeting and planning

in nursing schools, sponsored by professional nursing organizations. I
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The Budgetary Cycle
Budget Preparation
Tasks
1.

Establish Budget Planning Assumptions
During the 1975-76 academic year, the latter part of which co-

incided with the budget preparation for fiscal year 1976, there was no
indication that the process of establishing planning assumptions for the
university was undertaken.

However, the school of nursing had a written

formal plan of action encompassing all facets of the school's operations,
i.e., curriculum, student life, faculty life, research and conmunity
service.

From the responses given during the interview and from .the

study of such documents as the organizational chart, job descriptions,
faculty minutes, faculty handbook, budget docurrents, and the school
catalog, the following observations point to areas which impact on the
process of establishing budget planning assumptions:
(a)

The mission, philosophy, goals and objectives of the university reflective of its multi-purpose and diversified nature
designed to meet contemporary education for those it serves
was in writing.

(b)

The purpose, philosophy, goals and objectives of the school
of nursing reflective of the mission of the university was
also available in writing.

(c)

The outcomes of the program offerings in the school of nursing
were expressed in behavioral tenns.
·I
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(d)

A university-wide planning council was operational with
faculty representation from the school of nursing.

(e)

A bu:iget ITICU'lual was available.

(f)

As described in her job description, the dean served as the
chief fiscal officer for the school of nursing.

2.

(g)

The fiscal year extended from July 1 to June 30.

(h)

The budgeting horizon for fiscal planning covered a single year.

(i)

The university had cx:mputer and data processing services.

Project potential inc:orre based on all fund' sources
Although the dean was able to identify the sources of incorre for

the school of nursing as coming from:
appropriations,

(a) sttrlent fees,

(c) federal capitation,

(d~

(b) state

special project grantsr

there appeared to be no indication that the incorre from these sources
were calculated as a formal step in the preparation of the budget.
3.

Calculate resource requirerrents based on program goals and objectives
and compare wi.th ava1lable resources
Eight rronths before the start of fiscal year 1976, the dean of

'the school of nursing received a memo from the vice-president with ins. tructions to prepare the 1976 nursing school budget.

The rrerro stipulated

that the 1976 budget was to be projected on the basis of a four percent
reduction of the 1975 budget.

vik:irksheets consisting of line-item budget

expenditures, i.e. salaries, travel, equipment, corrrocxlities, services
and telecornnunications cane with the rreno.
Assisted by three assistant deans and three level coordinators
the dean arrived at cost estimates for each of the line items.
for arriving at cost estimates for the planned fiscal year were:
1974 bu:lget, the 1975 btrlget,

The basis
{a) the

(b) anticipated student enrolllrent a.rtl

mnnbers of faculty needed for 1976, and {c) special projects related
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to curriculum revision and evaluation and expansion of the continuing
education program.

Additionally, the dean used such docurrents as the

NIN Faculty Salary Survey, retrospective and forecasting studies. on
student enrollrrent, as

references in projecting cost estirrates.

There was no indication that a formal and deliberate attempt was
made to link the cost estimates with the program goals and objectives and
available resources.
4.

Check requested anounts against established. guidelines or formula.
Budget worksheets were completed so that the bottom line figure

conformed with the directive to re:iuce the budget by four percent.

Ad-

ditionally, the dean exhibited a high degree of awareness of the statutory
and accrediting guidelines related to faculty-student ration, faculty

mix in terms of preparation and mmbers in each clinical specialty,

~

other resources essential to a sound educational program.
5.

Establish priorities and alternatives.based on institutional priorities
The school of nursing's plan of action and staterrent of goa1s

and objectives indicated that priorities and alternatives were considered
by the total faculty as a whole.

Priorities were given to curriculum

evaluation and accreditation of the graduate program.
with the university's priorities.

These were in line

The dean also cited. that new programs

in the university were revieWed by a university standing committee referred
to as "The New and Expanded. Committee."

This served. as a vehicle for

providing faculty input on institutional priorities.
6.

Prepare docUIIerltation to suPPJrt the budget plan
A written narrative docurrent explaining the rationale for the

anounts requested on the basis of student enrollrrent, numbers of faculty and special projects, acconpanied the budget request.
was prepared by the dean of the school of nursing.

The document
I
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7.

consult financial experts as appropriate
The dean stated that she did not feel any need to consult any

financial expert in preparing the bu:lget;

that, "there was no If!YStique"
process~

in preparing the budget and that it was a "cut-and-dried"
8.

Utilize electronic data processing services to facilitate analysis
Internal to· the school of nursing, there was no indication that

any analysis were done in relation to budget preparation which required
electronic data processing •
.Actors
Participants in preparing the 1976 budget were:

the academic

vice-president-:and-provost, the dean of the school of nursing, the assistant deans .and level coordinators of the school of nursing.

There

appeared to be no active involvem:mt by nursing facUlty and students
in the preparation of the budget.
Structure
The top-down vertical lines of authority and conmunication were
reflected in the preparation of the budget as evidenced by the academic
vice-president-and-provost fo:rwarding the budget

IrerrO

to the dean who

is one level lc:Mer in .the organization's chain of comrrand.
Technology
Outside of the forecasting and retrospective studies on· student
enrol.l.rrent which required compture analysis, there appeared to be no
other technological approaches to the preparation of the budget.

Con-

ventional scheduling rrodels, tirretable and manning tables were used
as references.

Strategies
The dean cited the follo.ving as strategies related to budget
preparation:

(a) writing grant proposals designed to exap1d the.

revenue base of the program, and

(b) attendance at national -workshops

on budgeting in nursing schools.

In addition, student enrollment,

faculty workload and expansion of _the program into continuing education
served as the basis for projecting costs.
Envirorurent
The tight state fiscal situation was evident with the rrandate to
reduce the 1976 budget by four .percent.

However,. the availability of

federal funds for nursing suggests an envirorurent favorable to the
financing of nursing education.

'

There appeared to be no rrechanisrn for

democratic participation by nursing faculty and students in the preparation of the budget.
Presentation of the 1976 Budget
Tasks
1.

Provide review of the. budget by appropriate groups
The prepared· budget request was presented by the dean to the

executive ccmnittee of the school of nursing, a standing faculty canmittee whose functions include review of budgetary matters.

The 1976

budget reqt.:est was approved by the executive corrmittee as presented by
the dean.
2.

Submitbudget request on time and meet with appropriate individuals
to discuss _the bud;ret request; consider possible alternatives to
any proposed delet1ons or reductions.
One rronth after the budget worksheets were received, the corr(>leted

bu:iget request was submitted to the vice-president-and-provost..

A rreeting
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was held with the dean and the academic vice-president-and-provost to discuss the budget request.

No changes were made in the budget request as

subrnitted.
The academic budget which inchrled the nursing budget was forwarded to the program review corrmittee, a university-wide faculty budget
review committee.

No revisions in the nursing budget were made at this

level. From the program review ccmnittee, the budget request went to the
administrative council advisory to the president, and from there to the
president.
Actors
Participants in the presentation of the budget were the faculty,
the dean, vice-president, other administrators in the vice-presidential
level and the president.
Structu.re
The budget

presentat~on

process reflects the lateral and bottom-

up vertical lines of comnunication anong faculty and administrators.

This

decentralized form of communication was evident in the provision for
faculty input into the budget request.
Technology
There appeared to be no technological approaches and devices
used in the presentation of the nursing budget.
Strategies
The dean submitted a· written docurrentation and net with the
vice-president to explain and support the budget request.
I
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Envirorurent
Since no changes were rrade in the budget request, there appeared
to be a favorable envirol1ITEl'lt tCMard the nursing budget.

Provisions were

made for the derrocratic participation of the faculty in the review of the
budget.
Authorization of the 1976 Budget
Tasks
Obtain official approval of the budget with adequate lead time for
~lerrentation
·
The institutional budget requE;!st of School A was submitted by the

president to the Board of Southern Regents.

From this group it went to

the Illinois Board of Higher Etlucation for review and recomrendations. ·
It was then f01:warded to the general assembly of the Illinois legislature
and finally to :the governor for approval or veto.

The budget was approved

a nonth before the start of the fiscal year.
Actors
'Ihe approval process of the budget involved the president, the
board of regents, the rrenbers of the board of higher education, the
general assembly of the iegislature and the governor.
Structure
The approval process reflects the ultimate power and authority
vested in the governor and the participation of the actors external to
the institution.
Technology
I

As far as the nursing school was concerned, there were no

L
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technological approaches used in relation to the authorization of the
bu:lget.
Strq.tegies
'The school of nursing dean related that to encourage continued
state funding for nursing education, she made a presentation in a public
hearing sp:>nsored by the Health Education Conmission of the Illinois
Board of Hi,gher Etlucation.
She expressed that nursing administrators should be sensitive
to the statewide climate regarding health education.

She made the ob-

servation that in the 70's. education of health care professionals was
given a high priority in the state which exerted some pressure to the
university system to

co~t

funds to nursing education.

Envirorurent
.~

'The p:>litics of working with a state coordinating board of higher
education is a factor in the authorization of the budget.

However, there

appeared to be a favorable and supp:>rtive envirorurent to nursing education.
Implementation of the 1976 Budget
Tasks
Administer the budget plan based on control measures and with provision
for flexibility in implementation
At the beginning of the fiscal year, the dean received a canputerized printout of the bu:ige't indicating the allocations for each line
item.

A rronthly rep:>rt indicating the levels of spending in each line

item was issued by the business office.

'There were no indications of

internal controls except for the provision that all budget requisitions
were to be approved by the dean of the school of nursing.

External

1
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in the nursing budget, the envirorurent appeared to be favorable to
nursing.
Evaluation of the 1976 Budget
Tasks
Conpare program costs with rnits of outputs reflective of program goals
and objectives, and utilize results of evaluation as feedback for the.
next budget cycle
At the end of the fiscal year there was no fonnal evaluation
of the budget.

Although outputs of the nursing program such as:

(a) number of degrees awarded,
studies conducted,

(b) credit hours produced,

(d) conrnrnity service projects,

(c) research

(e) number of

graduates passing state boards, etc. were readily available, there
were no attempts to link the program costs with these rnits of outputs.
The actual expendittrr'es incurred in the line-item categories of
the 1976 btrlget were used as the prinary basis for projecting cost
estimates for the 1977 fiscal budget.

External auditors attested to the

way grant awards to nursing were actually expended.
Actors
Since the evaluation of the bu:iget took place only during the
'

preparation phase, the participants in the appraisal of the budget were
the same actors responsible for budget preparation:

the academic vice-

president-and-provost, the dean, the assistant deans, and level coordi-:nators of the school of nursing.
Structure
Conparison between planned and actual expenditure receipts

,

as the basis for cost projections of the planned fiscal year's budget.
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Environment
Characterized by lack of accountability rreasures internal to the
institution.

Accountability. rreasures and controls inposed by regulatory

agencies external to the institution were observed in the disburserrent of
nursing fun::ls.
Sunmary

School A was a state university with an NLN-accredited un::lergraduate nursing program and a provisionally accredited graduate nursing
program, administered by the dean of the school of nursing who refX)rted
directly to the

vice-president~and-provost,

and who served as the chief

fiscal officer of the school of nursing.
The budgetary cycle in School A involved planning for a single
fiscal year.

Bu:lget preparation started eight rronths before the begin-

ning of the new fiscal year with a rrerro from the academic vice-president
and line-item bu:lget VJOrksheets with the directive to prepare the 1976

budget by a four percerit reduction of the 1975 budget.

Cost estimates

were arrived by the dean with the assistance of three assistant deans
and level coordinators on the basis of the 1974 and 1975 budgets ad-

justed by

the anticipated student enrollrrent

and numbers of faculty

needed for 1976.
The budget request was presented to the executive comnittee, a
standing faculty of the school of nursing for review.
:rrade.

No changes were

The budget request was submitted one rronth after receipt of the

budget worksheets to the academic vice-president with attached documentation •

A rreeting was also conducted between the dean and the academic

vice-president to discuss the budget request. There were no changes
:rrade at this level.
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The academic vice-president submitted the academic budget to a
tmiversity-wide budget review corrrnittee.

From there it went to the ad-

ministrative council advisory to the president,'then to the president,
the board of regents, the Illinois Board of Higher Education, and then
to·· the legislature and finally to the governor for approval.
There was a noticeable lack of technological approaches and
pre-plarmed strategies in the budgetary cycle in the school of nursing.
However, it was apparent that no changes or problems related to the
bu::lget errerged, because of the environrrent favorable toward the furrling
and supr:ort of education of health care professions such as nursing.··
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SCHOOL B

Institutional

~ckground

School B ·was a state university located in a town south of
Chicago.

In 1975, both the university and the nursing program have

been in existence for six years.
Both the institution and the nursing school offered degrees at
the baccalaureate and masters levels.
nursing program was not accredited.

At the tine of this study, the ·
Initial accreditation was scheduleO.

for Spring, 1978.
Organized as a program within the science division of the college
of envirorurental and applied science, the nursing program was adridnistered by a nursing program coordinator who reported directly to the
director of the science division, who in turn was responsible to the
college dean. · In 1975, the nursing program had a student enroll:Irent of
122 and a faculty of seven, excluding off-carrpus preceptors for clinical
instruction.
Respondent's Background
The nursing program coordinator, a registered nurse with an
earned doctoral degree served as the respondent for this study.
1975, she had been on the job for two years.
ground in budgeting.

In

She had no previous back-

She did not have an orientation or in-service

training on the budgetary process at School B.

I
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The Budgetary Cycle
Budget Preparation
Tasks

n

Establish budget planning assurrptions
There were no documents which indicated that planning assumptions

were established in a fonnal, deliberate nanner.

However, from the res-

p:mses given during the interview arrl from the study of such dOCUirents
as the school catalog, job descriptions and budget documents, the following .observations were noted which according to the literature were areas
related to the establishment of planning assumptions:
(a)

The institution had a written staterrent of mission, philosophy,
goals and objectives reflective of its nature as a public institution established to provide capstone programs for transfer
stu:lents and to offer self-paced learning and non-traditional
instruction

(b)

Although the nursing program had no written long-range plans,
there was a written staterrent of philosophy, goals and objectives
for nursing, reflective of the university's mission

(c)

Educational plans for the various curricular offerings in
nursing were well developed and outcomes were expressed in
behavioral terms

(d)

Institutional planning within School B was coordinated

by a

corrndttee reporting to the vice-president for research

and

innovation; the nursing program was represented to this comrilittee by the nursing program coordinator

1
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(e)

A budget rranual was available

(f)

As outline:.l.:'m the job description, the nursing program coordi-

nator was responsible for fiscal natters affecting nursing
(g)

The fiscal year extended from July 1 to June 30

(h)

The budgeting horizon covered only a single fiscal year

(i)

The program coordinator was highly aware of the statutory and
· accrediting requirerrents related to baccalaureate and higher
degree nursing programs

2.

Project p?tential income based on all fund sources
Revenue for the nursing incorre were identified by the nursing

program coordinator as coming from:
and federal capitation IIDnies.

student fees, state appropriation

She was aware only of the aiiDunt of

IIDney for nursing coming fran the capitation funds.

She stated that

the nursing program had complete control of how the capitation funds
were allocated.

There appeared to be no indication that a deliberate

·attempt to identify. the potential incorre from all the fund sources
was .undertaken.
3.

Calculate resource n;guirerrents based on program goals and objectives
and compare with ava1lable resources
About five rronths before the start of the fiscal year, the

nursing program coordinator received budget worksheets from the division
director, which consisted of line items, i.e., salaries, travel, supplies
and equipment.

Working with the faculty as a cornnittee of the whole,

the nursing program coordinator arrived at cost estinates for each item
by projecting the expected student enrollrrent and numbers of faculty
needed for 1976, and by referring to the previous and current year's budgets.

There appeared to be no attempt to compare the anticipated exI

penditures with available resources.
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There was no indication that the program goals and objectives
were forrrally

co~sidered

in the preparation of the budget request, as a

distinct identifiable step in the preparation of the budget, although
it was apparent that they were inforrrally considered when allocations
for the various line item categories were rrade.

For instance, NIN-

accreditation of the undergraduate program was a goal for the planned
fiscal year and allocation for consultants and for the accreditation
visit were included in the btrlget request.
4.

Check requested amounts against established

~delines

or formula

There appeared to be no guidelines internal to the institution.
However, the nursing exx>rdinator was cognizant of the statutory requirerrents and accrediting guidelines related to the faculty-stu:lent ratio
and faculty mix in relation to the various clinical specialties, . and

0

these were considered in projecting cost estimates.
5.

Establish priorities and alternatives based on institutional priorities
The nursing program's statement of goals and objectives reflected

that priorities were established by the total faculty acting as a committee
of the whole.

Priorities 'W'ere assigned to curriculum revision and seeking

NIN accreditation for the undergraduate nursing program.

These were in

line with the university's priorities.
6.

Prepare doctmentation to sufPQrt ·the budget plan
No docurrentation was prepared to accompany the budget request.

7.

Consult financial experts as appropriate
There were no oonsultations made by the nursing coordinator

with any of the financial officers of the instituion.
8.

Utilize electronic data processing services to facilitate analysis
Internal to the school of nursing, there was no indication tl)at
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electronic data processes were utilized in preparing the budget request.
Actors
The participants in the budget preparation phase of the budget
cycle in School B were:

the science division director, the nursing pro-

gram coordinator and the nursing faculty.

The students had no role in

budget preparation.
Structure
Fonnal lines of authority and oorrmunication flowing from the
division chairman to the nursing program cooruinator to the nursing
faculty were reflected in the preparation of the budget.
Technology
There were no indications of use.of technological devices in
preparing the btrlget.

Conventional scheduling m::x:lels, t.irretables and

manning tables were used as references.
Strategies
M:lintaining open lines of comnunication between the nursing
coordinator and the science director appeared· to be the primary strategy.
Faculty input in projecting cost estimates were provided for.

Student

enrollment, faculty workload, and goals related to.accreditation

~re

the basis for projecting oosts.
Environrrent
'I'here

appe~ed

to be a denocratic atrrosphere allowing for faculty

participation in the budget preparation process.
supr:ortive envirOI1ITEI1t toward the nursing program.

There appeared to be a
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Budget Presentation
Tasks
1.

Provide review of the btrlget ·by appropriate groups
There was no fonnal btrlget review conmittee within the nursing

faculty.

However; the total nursing faculty served as a comnittee of

the whole in reviewing the budget.

The budget request was presented to

the faculty by the nursing coordinator.

No changes were made in the

budget request as presented.
2.

Submit budget reqU.est ort tirre and rreet with appropriate individuals
to discuss the budget r~est; consider poss1ble alternat1ves to
any ·proposed cteletion ·or reduction
.
A neeting was held between the nursing program coordinator,

the science division director, and the oollege dean.

The nursing

program coordinator used this occasion to stress the priority given by
the nursing faculty to obtaining NIN accreditation for the nursing
program.

There were no changes made in the budget request so there

were no discussions related to

dele~ions

or reductions in the budget.

Actors
Particip:mts in the presentation of the budget included the
nursing coordinator, the division director and the college dean.
Structure
Bottom-up flow of conmunications was reflected in the presentation of the budget as evidenced in the process whereby the coordinator
forwards the request upward the chain of conmand.

I
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Technology
There was no evidence of use of technological devices or appreaches in the presentation of the budget.
Envirorunent
There appeared to be a democratic environment conducive to
participatory governance in the presentation of the budget.
Strategies
A lack of understanding of the goals and objectives and role of
the nursing program in the college was cited by the nursing program coordinator as a ooncern to the nursing faculty.

She rer:orted that she and

the nursing faculty utilized every opportunity such as meetings with
other administrators and faculty to interpret the goals and objectives
of the nursing program.
Budget Authorization
Tasks
Obtain official approval of the budget with adequate lead time for
implementation
The college dean submitted the academic budget which included
the nursing budget to the new and expanded review committee, a universitywide faculty corrmittee, for review.

No changes were rrade in the nursing

budget at this level.· From there it went to the administrative council
advisory to the president.

The president in turn submitted the insti-

tutional budget to the university's board of trustees.

The board of

trustees in turn submitted the budget of the university systems they
were responsible for to the Illinois Board of Higher Education as mandated by law.

L

From the IBHE, the budget went to the legislature for
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ratification and finally to the governor for approval.
Actors
The approval process of the budget involved the president,
the board of trustees, merrbers of the board of higher education,

~

bers of the general assembly of Illinois and the governor.
Structure
The structure for budget authorization reflected the ultimate
IXJWer arrl authority vested in the governor.
Technology
As

far as the nursing program was concerned, there were no

technological approaches used in the authorization of the budget . for 1976. '
Strategies
There were no indications of any strategies used by the nursing
coordinator in the authorization of the budget.
Environrrent
Since there were no changes made in the nursing budget, the
environrrent appeared to be supportive t<Mard nursing education.
Budget Implementation
Tasks
Administer the budget plan base on control measures and with provision
for flexibility in implementation
At the beginning of the fiscal year a computerized budget printout for the fiscal year was received by the nursing program coordinator.
There were no written guidelines or control rreasures internal to the 1
nursing program, although there was implied expectation to keep a
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balanced bwget.

Variances in spending within the categories were allCMed

u:r;:on the approval of the nursing coordinator.
only oontrol :rreasure that was practiced.

This appeared to be the

External oontrol was exerted

by the federal agency in terms of ensuring that :rronies earnarked for
nursing were spent acoordingly. .
Actor
The prirrary actor in the imple:rrentation of the budget was the
nursing program coordinator.
Structure
The authority vested in the nursing coordinator as the fiscal
officer for nursing was reflected in the implementation of the budget.
Technology
I

A oornputerized budget printout was the only indication of the
use of technology in the irnple:rrentation of the budget.
Strategies
The levels of spend.ing ·in each of the budget line-items were
:rronitored ITDnthly through the budget re:r;:orts.

Actual expenditures were

cornp3.red with plannned expenses.
Environment
There were no control :rreasures internal to the institution
regarding the implerrentation of the budget.

External control came from

funding agencies in the form of independent audits of funds allocated
to nursing.
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Budget Evaluation
Tasks
Compare program costs with units of outputs reflective of program goals
and objectives, and utilize results of evaluation as feedback for the
next budget cycle
There appeared 1io be no formal evaluation of the btrlget except
for the nonthly nonitoring of the levels of spending.

Unencumbered

funds if any, reverted back to the general funds at the close of the
fiscal year.

.

Although units of outputs are readily .kn<:Ml and available, there
.

were no attempts to link program costs with frogram outputs.

The previous
•

year's btrlget served

0

as the primary working docurrent in the preparation

of the planned fiscal year's budget.

External auditors were used to com-

ply with statutory refX)rting requirerrents related to disburserrent of
capitation nonies.
Actors
Since the evaluation process took place during the preparation
phase, the actors in the preparation of the budget served as evaluators:
the science division director, nursing coordinator and faculty.
Structure
The structure for evaluation reflected a decentralized form of
decision-making in resource allocation.
Technology
Conventional scheduling nodels, manning tables and tirretables
.

were used .as references in evaluation of the budget.

I
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Strategies
The strategies for budget evaluation consisted of maintaining
open lines of communication and consideration for faculty workload,
student enrollment and preparation for the accreditation.
Enviro:nrrent
Internally, the envirol1ITEI1t was characterized by lack of control
measures such as cost-effectiveness measures and performance accounting.
Externally, conpliance with statutory requirerrents had to be met •
. Sumrrary
School B was a state university with a nursing program which
offered degrees in the baccalaureate and masters levels..

The nursing

program coordinator rerx>rted directly to the science division director
who in turn reported to the college dean.
Blrlget planning in School B involved a single fiscal year.

Five

rronths before the start of the new fiscal year the nursing coordinator
received line i tern worksheets from the science director.

Assisted by

the total nursing faculty a budget request was prepared, reviewed and
submitted to the science director who iin turn submitted his division
budget to the college dean.

The college budget was reviewed by the

university's new and expanded program cormnittee, forwarded to the
administrative council advisory to the president, then to the president,
and from him, to the board of trustees.

In turn the institution's

budget was submitted to the IBHE for review, then presented to the
legislature, and finally to the governor for approval.
There were no changes made in the nursing buc:lget at any level
and in any of the phases of the budget cycle.

There was a marked ab- ' ·
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sence of the use of technological approaches or planned strategies in the
preparation, presentatiom, irrplerrentation and evaluation of the budget.
Since no changes or problems arose in relation to the 1976
nursing budget plan, the environrrent appeared to be supportive toward
nursing education.
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SCHOOL C

Institutional Background
School C was a private Catholic university located in the
northern netrop:>litan Chicago area.

It had a second ca.Itpus and a

nedical center in a suburb west of Chicago.
has been in existence for 105 years.

In 1975, the university

The nursing program was established

60 years after the university was founded, and at the time of this
study was 45 years old.
Degrees offered by the university were at the baccalaureate,
nasters and doctoral levels.

The nursing program offered only the

baccalaureate and nasters degrees.

Both the graduate and undergiaduat:e

COIT[X)nents of the nursing program were accredited by the NLN.
Organized as one of the several schools in the university, the
nursing school was administered by· the dean of the school of nursing
who reported directly to the academic vice-president-and-dean-of-faculty,
and to .the vice-president of the nedical center.

In 1975, the school

of nursing had a student enrollment of 850 and a faculty of 41.
Respondent's Background
The dean of the school of nursing, a registered nurse with an
·earned doctoral. degree served as the res:pJndent of this study.
been on the job as dean for two years.
geting prior to her ap:pJintment as dean.

She has

She had no experience in budShe did not have any orienta-

tion or in-service training or workshop on the budgetary process at
School

c.

In 1977, she attended .a national workshop on planning and
I

budgeting in nursing schools, s:pJnsored by a professional nursing
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organization.
The Btrlgetary

eycle

Budget Preparation
Tasks
1.

Establish budget planning

ass~ions

There were no indications that planning asstmptions were established as a separate process or in relation to budgeting.

However, from

the resp:mses given during the interview, and from the sttrly of s'i.lch
docunents as job descriptions, organizational chart, faculty handbook,
accreditation rep:irts, budget docunents and the school catalog, the
following observations were noted which according to the literature
were areas related to the establishnent of planning asstiiiptions:
(a)

The university had a written staterrent of philosophy, goals
and Objectives reflective of its mission to gather and disseminate knowledge as SpeCified by the Jesuit tradition,
dedication to higher education, health care, excellence .in
teaching, and suPI;X)rtive of research and community service

(b)

Although the school of nursing did not have a written longrange plan, it had a written staterrent of goals and objectives
reflective of the university's mission

(c)

The educational plans undergirding the various program
offerings were well developed and program outcomes were expressed in behavioral terms.

(d)

An all-university planning cciuncil was charged with institu-

tional planning and was directly responsible to the president;
the school of nursing was represented to this council by the

,
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dean
(e)

As outlined in the job description, the dean was the chief fiscal

officer of the schaol of nursing
(f)

The fiscal year extended from July 1 to June 30

(g)

The budgeting horizon for fiscal planning was confined to a
single year

(h)

The institution had electronic data and computer services

(i)

The dean was, highly knowledgeable about the statutory arrl accrediting requirements for baccalaureate and higher degree
nursing programs

2.

Project };X)tential incorre. based on all fund sources
The dean identified the source of income for the nursing schaol

as coming from:

student fees, state capitation, federal capitation,

special project grants from federal agencies, and private foundation
funds eannarked for audiovisual instruction.

Knowledge of the incone

generated by students and other fund sources was considered by the
dean as an irn};X)rtant dinension of the preparation of the budget.
3.

calculate resource requirements based on program ·goals and
objectives and compare with.available resources
Nine nonths before the start of the 1976 fiscal year, the

dean received a budget memo and worksheets from the vice-presidents
and dean of faculties.
budget meno.

There were no instructions that cane with the

The \I.Qrksheet consisted of line-iterrs as salaries, ·

printing, };X)Stage, rremberships in professional organizations, laundry,
entertainment, contingency, serox, consultants, travel, lab supplies,
and services.
Cost estimates on each of these line items were arrived at on
.

the basis of projected student enrollment and numbers of faculty for

,
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·the planned fiscal year.

Assistance was provided by three department

chairmen and an administrative assistant whose primary function was to
monitor the budget.

Input from the faculty on their instructional needs

and related budget requests were obtained informally by each department
chairman throughout the academic year.
budgets were the

The

previous and current year 1 s

major references in arriving. at cost estimates.

.Ad-

ditionally, .the dean used the NIN Faculty Salary Survey as a reference
in casting the faculty salaries.
Although the dean was aware of the fund sources for nursing
she ·did not appear to have knowledge of all the resources that could
be available to nursing within the institution.
no indication that

anticipat~

There appeared to be

expenses were compared with available

resources.
Arroun.ts over $7,000 were considered to be capital expenditures

and were prioritized by the adrninistrati ve council advisory to the
president.

There appeared to be no indication that resource require-

ments were directly compared with the statement of program goals and
objectives, although these were taken into consideration in projecting
cost estimates for the various line items in the budget request.
4.

Check requested anounts against established guidelines or formula
There were no guidelines or formula for the budget.

The dean

expressed that the university did not operate on the principle of a
"tub on its own bottom."

She cited that the nursing school was con-

ceived during the depression in the 30 1 s and that the university felt ·
it was part of its mission to have a school of nursing and, therefore,
money was not an issue in the school of nursing.

Statutory and ac-

crediting guidelines were taken into consideration in making the
budget projections.
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5.

Establish priorities and alternatives based on institutional
priorities
The schcx:>l of nursing's staterrent of goals and objectives which

were develope::l collectively by the total faculty reflected the school's
priorities.

These included the developrrent of a week-end program arrl

exploring the feasibility of offering programs in underdeveloped countries in line with the university's therre of social justice.

There

were no formal statements of alternatives.
6.

Prep3.re documentation to support the bt:rlget plan
A written rationale centered around supp:>rting data for

faculty salary increases, recommendations for additional faculty
positions and need for more space accompanied the budget request •

•

These were prepared by the dean with some assistance from the depart-·
rrent chairman.
7.

Consult financial e:q;:erts as appropriate
The dean stated that she did consult with the budget officer

by };tlone regarding the types of items that can be included in the
various categories.

The budget officer was also consulted in the pre-

paration of budgets. required in grant proposals.

B.

Utilize electronic data processing service to facilitate analysis,
There was no evidence of the use of electronic data processing

services in the preparation of the budget.
Actors
Participants in the prep3.ration of the budget included the
dean, the dep:rrtment chainuen, an administrative assistant and the
faculty.

The students played no role in the prep3.ration of the
I

budget.
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Teclmology
No special approaches or devices were used.

Conventional

scheduling rrodels, tirretables and nanning tables were used as
references.
Environment
There

ap~ared

to be a derrocratic envirorurent which provided

for facUlty p3.rticipation in the preparation of the budget.
nancial crunch did not

ap~ar

The fi-

to affect the school of nursing or the

university as a whole.
Strategies
The dean

considered it i.mp:>rtant to know where the noney was

coming from and ho.v much it costs to educate the stl.rlent.

Cost esti-

nates were made on the basis of student enroll.rrent, faculty workload,
curriculum expansion and the budget history of. the school of nursing.
Budget Presentation
Tasks
1.

Provide review of the bl.rlget by ·appropriate groups
There was no faculty review committee within the school of

nursing.

The three departrrent chairrren served as the budget review

canmittee.
2.

Submit bu:lget request on tilre and rreet with appropriate individuals
to discuss the budget; consider possible alternatives to any proJ??Sed deletion or reduction
A meeting was held between the dean and the academic vice-

president and the dean of faculty to discuss the nursing budget request.

No changes were made on the bu::lget request as submitted.
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It. was submitted about a rronth after receipt of the budget worksheets •.
Actors
Participants in the presentation of the budget included the
dean, department chainren and the vice-president and dean of faculty.
Structure
The vertical and lateral linEE of comm.mication depicted in the
organizational chart were reflected in the ·presentation of ·the budget
as evident in the participation of the central administration, as well
as faculty in the presentation of the budget.
Strategies

Open lines of communication and maintaining good relationships
with faculty and administration were cited by the dean as strategies
she utilized in the presentation of the budget.
Enviroi'lllel1t
A denocratic and supp::>rtive atrrosphere appeara:l to characterize ·
the presentation of the budget.
Budget

Au~orization

Tasks
Obtain official approval of the budget with adequate lead time for
irrplerrentation
The academic vice-president submitted the completed academic
budget to the administrative council advisory to the president, then
to the president.

The president in turn submitted the institutional

budget to the board of trustees for final approval.

The budget was

. approva:l one nonth before the start of the fiscal year.

I
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Actors
Participants in the approval process were the vice-president and
dean of faculty, the merrbers of the administrative council, the president
and :rrerrbers of the board of trustees.

Structure
The ultinate power and authority vested in the board of trustees
was reflected in the authorization of the budget.
Teclmology
There appeared to be no teclmological approa.ches or devices
used in the authorization of the budget.
Strategies
The dean cited that visibility of the nursing school adrninistrators and faculty

in social functions, as well as active involverrent

and liaison work in university corrnrrttees as strategies related to

enhancing the IXJWer base of nursing.
Environrrent
Since there were no changes made in the nursing budget, there
appeared to be an environrrent favorable to nursing education.
Budget Implementation
Tasks
Administer the budget plan based on control measures and with provision
for flexibility in implementation
Internally, there were no oontrol measures evident in relation
to the implementation of the budget, except the structure whereby the
dean had to approve all buiget requisitions within: nursing.

I

External

controls were irnp:>sed by state and federal funding agencies as well as
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private foundations to ensure that monies ear.marked for nursing were
spent accordingly.
At the beginning of the fiscal year the dean received a computerized printout of the budget statement which indicated the allocations for each of the line items.
out the fiscal year.

A monthly report was issued through-

The dean's administrative assistant monitored

the levels of spending through the monthly budget printouts.

Variances

of spending within the saiiE btrlget objects were pennissible.

Transfer

of funds from one item to another were allowed upon request of the
dean.

Btrlget am:mdments could be requested to cover unexpected expenses.

Surplus funds at the end of the year nay be carried over to the next
fiscal year upon request.

Controls inposed by state and federai funa-

ing agencies were adhered to by the business office in collaboration
with the dean of the school o£ nursing.
Actors
Partici~ts

in the implementation of the btrlget were the

dean, the depa.rt:rrent chairrren, and budget officers.
Structure
The authority vested in the dean as the chief fiscal officer
for the school of nursing was reflected in the implerrentation of the
budget.
Technology
The computerized btrlget printout appeared to be the only
technological device used in the implernentation of the btrlget.
counting procedures were followed by the financial officers.

Ac-

1
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Strategies
The dean used approval and veto power as appropriate in the
administration of the budget.
Environrrent
There appeared to be no precontrol and postcontrol rrea.sures
on the implementation of the budget outside of the structure which
allowed the dean to approve or veto budget requisitions.

External

controls were imposed by extramural funding agencies.
Budget Evaluation
Tasks
campare program costs with units of outputs reflective of program
goals and objectives and utilize results of evaluations as feedback
for the next budget cycle
There were no fonnal evaluations of the budget at midyear
or at the end of the year.

However, the adrninistrati ve assistant

to the dean rronitored the rronthly levels of spending and adviserl
the dean accordingly.

In preparing the plannerl fiscal year 1 s bud-

get; the previous and current year 1 s budgets served as the prirrary
references.

Although program outputs were readily known and avail-

able, they were not analyzed in terms of unit costs.
Actors
Participants in the evaluation process were the dean, the
administratiVe assistant, and those involved in budget preparation.
Structure
Fornal linesof authority reflective of the organizational

1

r
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structure of the college were followed in the evaluation of the budget.
A decentralized form of decision-rraking was evident in the participation
of central administrators as well as faculty in the appraisal of the
budget.
Technology
There were no analytical studies done which required technological devices.
Strategies
Monthly monitoring of the budget by the administrative assistant and by the dean, and use of the previous and current year's budgets in projecting the planned fiscal year's budget were cited .as
strateg.i,es for budget evaluation.
Envirorurent
Internally, the envirorunent for budget evaluation was marked
by lack of control measures based on cost-effectiveness.

Externally,

audit statements from auditors independent of the institution were
required by funding agencies.
Surnmry

School C was a private catholic university with an NLNaccredited baccaiaureate and masters prograrrs in nursing, administered
by the dean of the school of nursing who rep:>rtErl directly to the
academic. vice-president.·
The budgetary process in School C was initiated by a :rneno
receivErl by the dean eight months before the start of the fiscal
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year, with bu::lget 'WOrksheets which consisted of line-item categories •.
With the .assistance of the department chainren and an administrative
assistant, cost estimates were projected on the basis of the previous
and current year's budgets adjusted by anticipated student enrollment.
and numbers of faculty for the planned fiscal year.

There was a noticeable lack of use of technological approaches
and devices and absence of control neasures internal to the instiution.

External controls were impJsed by funding agencies outside of the
institution.
There were no revisions and changes made in the budget plan .
suggesting an

enviro~t

favorable to nursing 'education.

I

152

Sch(X)l D
Institutional Background
School D was a private catholic university located in the
northern rretroplitan Chicago area.
years old.

In 1975, the institution was 77

The nursing program was established 51 years after the

institution was. founded, and has been in existence for 28 years.
Degrees offered. in School D were at the baccalaureate, nasters
and doctoral levels.

Program offerings in

calaureate and rrasters levels only.

nursing were at the bac-

Both the undergraduate and

graduate carp::ments of the nursing program were accredited by the

NIN.
Organized. as one of the 18 departments in the college of
liberal arts and sciences, it was administered by a department chairnan who refOrted directly to the dean of the college of arts and
sciences and to the dean of the graduate school.

In .1975, the nursing

dep3.rtrrent had a student enrollrrent of 400 and a faculty of 22.
Resp:mdent' s Background
The nursing departrrent chairrran, a registered nurse who was a
doctoral candidate in higher education administration, served as the
respondent for this stu:iy.
years.

In 1975, she has been on the job for four

She had no experience in budgeting and she was not given any

orientation or in-service workshop on the budgetary process at School D.
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The Budgetary Cycle
Budget Preparation
Tasks
1.

Establish planning assUITij;?tions
During the 1975-76 academic year, the latter half of which

coincided with the preparation of the 1976 fiscal year budget of
School D, there were no· fornal state:rrents of planning premises for
the institution.
Ho;.rever, from the responses given during the interview and
from the study of such documents as organizational charts, job descriptions. budget document9 and the school catalog, there were
developments observed in the institution which according to the
literature were areas related to the establishirent of planning premises.
(a}

Serre of these observations included:
A written statement of philosophy, goals and objectives
reflective of its mission to relate the world of higher
education and the rrodem world with its Judea-Christian
heritage, and to work tCMard the perfection of the individual
person throUJh . purp::>seful involvement
with other persons,
.
corrnnmities and institutions, was available

(b)

A university planning council directly rer:orting to the
president was operational during the academic year 1976-77
with faculty representation from the departrrent of nursing

(c)

Although the depart:Irent of nursing had no fornaliZed long
range plans, it had a formal staterrent of goals and objecti'ves
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reflective of the university's mission
(d)

The educational plans underlying the various nursing programs
were in writing and program outcorres were expressed in
behavioral terms.

{e)

The fiscal year extended from July 1 to June 30

{f)

The btrlgebing horizon covered a single fiscal year only

{g)

The nursing depart:nent chairman's job description charged her
with the responsibility of preparing the department's budget

(h)

A high level of awareness of statutory. and accrediting
requirerrents regulating ntirsing programs was displayed by
the nursing chairman

(i)
2.

The institution had electronic data processing services.

Project potential incorre based on all fund sources
Revenue for the nursing department were described as corning

from:

student fees, state capitation, federal capitation, special

project grants from federal agencies, and from private philanthropy.
Although the. chairman was able to identify the fund sources for nursing,
it did not appear that potential incorre from these sources were
customarily calculated as part of the budgetary process in the
nursing department.
3.

Calculate resource requirerrents based on program ·goals· and
objectives and compare with available resources
Six nonths before the beginning of the 1976 fiscal year,

the nursing chairman received budget worksheets from the dean of the·
graduate school which consisted 'of line-items such as travel, salaries,
supplies, equiprent,. consultants, and the like.
There were no instructions that came with the worksheet

ex-'
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· cept that the completed worksheet was due in three weeks.

The

nursing chairrrnn calculated the project costs for each line item on
the basis of:

(a) the 1974 and 1975 budgets,

(b) the anticipated

stu::lent enrollment and numbers of faculty needed for 1976.

Although

the staterrent of goals and objectives were not used in a fonnal way,
these were considered in arriving at cost estirrates as well as accrediting and statutory requirements related to faculty-student ratio and
faculty mix.

The nursing chairrrnn clairred that she did not get any

assistance. from anybody in pre:p:rring the 1976 fiscal year budget.
There were no attemPtS to compare the anticipated expenditures with
the anticipated incorre.
4.

Check requested arrounts against established guidelines or fo:tmula
There were no internal guidelines related to the budget.

Ha.vever, guidelines inp:>sed by the .state and furrling agencies were
observed.
5.

Establish priorities and alternatives based on institutional
priorities
The depart:Irent' s staterrent of goals and objectives which

was developed by the total faculty reflected priorities given to curriculum revision, implementation and evaluation.
6.

Prepare documentation to support the budget plan
No docurrentation was prepared fro the expressed purpose of

supporting the budget request.
7.

Consult financial experts as appropriate
The nursing chairrran did not meet or consult with any

financial officer at any tine during the budget cycle.
8.

Utilize electronic data processing services to facilitae analysis.
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There were no indications of need to use electronic data
processing services.

Conventional scheduling rrodels, tinetables and

m:mning tables were used as references.
Actors
The participants in the preparationof the budget were the
dean of the .graduate school and the department cha:irrran.

There

appeared to be no involvem:mt from the nursing faculty and students.
Structure
Reflected the formal lines of authority and corrmunication
from the dean to the chainnan, and the legitirrate authority vested
in the chairrran' s role.
TechnOlCXJ¥
There appeared to be no atterrpts to use any tec:hnological
devices or approaches in the preparation of the budget.
Strategies
Cost estimates were arrived at on the basis of student
enrollrrent, faculty workload, curriculum-related projects, and the
budget history of the nursing depart:Irent.
Envirorurent
There appeared to be lack of corrmmication and a m:rliurn for
derrocratic participation fo:r; faculty in the preparation of the budget.
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Budget Presentation
Tasks
1.

Provide review of the bwget by appropriate groups
There was no indication that the bu:lget request was presented

to the nursing stooents or faculty for review.
2.

Submit bmget requests to appropriate individuals on time
Three weeks after the budget request was issred, the nursing

chairman sumitted the completed budget request to the graduate dean.
3.

Meet with appropriate individuals and discuss the budget request;
consider possible alternatives to any proposed deletion or reduction
No rreeting was held between the nursing chairrran and the dean

regarding the budget request.

There were no changes rrade in the request

as submitted.
Actors
Participants in the presentation of the budget were the
deparbrent chairman and the graduate dean.
Structure
The structure for the presentation of the budget reflected
the bottom-up lines of comnunication and authority, and vertical
lines of authority, as evident in the up..7ard flovv of corrmunication
from the chairman to the dean.
Technology
There were no technological devices used in the presentation
of the budget.
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Strategies
The chairman cited that ·during the academic year 1976-77
a consultant was used by the department on a workshop on cost-analysis.
Environrrent
Since no changes were nade in the budget there appeared to be
an envirornnent favorable to nursing.
Budget Authorization
Tasks
Cbtain official approval of the budget with adequate lead ti.Ire for
implementation.
.
From the dean. of the· graduate school, the budget request was
forwarded to the academic vice-president, then to the administrative
council consisting of administrators at the vice-presidential level,
and then to the president. · The president then forwarded the budget
.to the board of trustees for official approval.

'I'l:le budget was

approved a rronth before the start of the new fiscal year.
Actors
Participants in the

a~;:proval

process of the budget were the

dean of the graduate school, the vice-presidents, the president and
rrent>ers of the board of trustees.
Structure
The approval process for the budget reflected the ul tinate
. IXJWer and authority vested on the board of trustees.
Strategies
Internal to the nursing depart:Irent, there appeared to be no
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at the close of the fiscal year.
Actors
The major participant in the implementation of the budget was
the department chairman.
Structure
The structure for

impl~ntation

of the budget reflected the

authority vested in the chairman's role regarding fiduciary matters.
Technology
The budget printout was a result of computerized data
processing.
Strategies
The chai.rnan exercised her approval and veto paver in
-relation to budget requisition in nursing.
Environnent
The environment for implementation was characterized by lack
of internal measures.

There were external measures .irrp)sed by

regulatory and funding agencies.
Budget Evaluation
Tasks
Cornp::tre program costs with ·units of outputs reflective of program
goals and objectives, and utilize results of evaluation as feedback
for the next budget cycle.

-

Although outputs of the program such as nurrber of degrees
awarded, number of graduates passing state boards, job placerrent
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of graduates were known, there appeared to be no attempts to link these
outputs with costs.

External auditors attested to the disburserrent of

grants.
Ha.vever, in the preparat1on of the planned fiscal year's bud.get, the btrlget figures of the previous year were used as the primary
reference in arriving at estimates.
Actors
Because there was no forrral evaluation of the budget except
at the tirre the budget for the upcoming year was planned, the participants in the evaluation phase were the sane as those who. participatErl
in budget preparation, plus external auditors.
Structure
The structure for budget evaluation reflected the vertical
lines of authority and communication from the college dean to the
ntirsing departrrent chairman.
Technology
Accounting approaches used by external atrlitors.
Strategies
The independent audit of nursing funds allocated by ·external
agencies appeared to be the only

proce~s

observerl in the forrral eval-

uation of the budget.
Environrrent
Characterizerl by lack .of internal evaluation rreasures and .
compliance with controls imposed by extramural funding agencies.
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School D was a private Catholic university with a nursing
dep:utrnent which offered degrees in the baccalaureate an::l masters
levels, administered by a chairrre.n, who re};X)rted to the dean of the
college of arts and sciences, and to the dean of· the graduate school
for fiscal matters.
Budgeting horizon in School D involved a. single fiscal year.
Six n:onths before the start of the fiscal year, the nursing chairman
received line item budget worksheets which she completed without
assistance on the basis of the previous year 1 s budget ·and anticipated
student enrollment and numbers of faculty anticipated for the planned
fiscal year.

The completed budget request was not d0Clll1'Ented or pre-

sented for review before any faculty or student group, but was directly
submitted to the dean of the graduate school. From that office it went
to the administrative council advisory to the president, to the pre-

sident, and finally to the board of trustees.
There was a noticeable lack of use of technological approaches
and planned strategies in the i.rrplenentation and evaluation of the
budget.

There were no internal control rreasures except for the authority

inherent in the chairnan 1 s role to approve budget requisition. External
control measures were inp::>sed by federal state and other funding
agencies.

There was no formal evaluation of the budget.

External

audit<Drs attested to the use of funds earmarked for nursing.
Since no changes or problems arose in relation to the prepara·tion, presentation, authorization and i.rrplementation of the budget,
the envirorurent appeared to be sup};X)rtive towaro nursing.
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School E
Institutional'Background
School E was a private catholic university located in a town
southwest of Chicago.
nain campus.

It had a second campus 19 miles north of the

In 1975, the institution was 45 years old.

The nursing

program was established 41 years after the institution was founded,
and has been in existence for four years.

Degrees offered by School E were at the baccalaureate and nasters levels.

The nursing program offered only the baccalaureate degree.

Organizerl as one of the five colleges of the university, it was administered by a dean who reported directly to the academic vicepresident.

The nursing program was accredited in 1977 by the NLN.

In 1975, the rollege of nursing had a student enrollment of 400 and

a faculty of 25.
ResfO!ldent's Background
The dean of the college of nursing, a registered nurse and a
doctoral candidate in educational administration, serVed as the
respondent in this study.
year.

In 1975, she has been on the job for one

She had two years of experience in budgeting as a department

chairrran in a nursing sc:tx:>ol in a private university, prior to her
appointment as dean at School E.

She did not receive any orientation

to the budgetary process at School E.
Between 1976-77 she attended two national workshops related
to planning and budgeting in nursing schools sponsored by a professional nursing organization.

r
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The Budgetary Cycle

I

Budget Preparation
Tasks
1.

Establish budget planning assumptions.
During the academic year 1975-76, there were no indications

that the process of establishing planning assumptions for the university
or the college of nursing was undertaken as a separate process, or in
relation to the btrlgeting process.

However, from the res]:X)nses given

during the interview, and fran the study of such docl.l1Iel1ts as the
organizational chart, job descriptions, faculty minutes, faculty
handbook, personnel manual, budget docurrents and the school catalog,
the follaving observations were noted, which according to the literature
related to the process of establishing planning assumptions:
(a)

The philosophy 1 goals and objectives of the university were
available in writing, and were reflective of the university's_
mission to prepare men and women of varying ages for viable
careers in the liberal arts tradition and in the light of
the institution's Christian heritage

(b)

The philosophy 1 goals and objectives of the college of
nursing were available in writing and were reflective of
the university's mission

(c)

The educational plans undergirding the baccalaureate nursing
curriculum were well developed and were expressed in behavioral outcorres

(d)

In 1976, a federally funded project for the developnent of a
planning-management-evaluation system was initiated and
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plans were underway for the development of an all-university

I

planning a:>uncil with faculty representation from nursing.
The project included the developrrent of MIS and budget
information systems.
(f)

There were fonnal doc'l.llreilts related to short and long rangespace planning within the campus

(g)

A construction and renovation grant prepared by the dean of
nursing for a 1.3 million award has been approved by the division of nursing of the departrrent of health education and
welfare and was in line for budgetary appropriations from
congress

(h)

The fiscal year extended from June 1 to May 31

(i)

The btrlgeting horizon rovered a single fiscal year

(j)

The dean's job description specified that she was the
chief fiscal officer of the college of nursing

(k)

cne of the five colleges in the university was organized for
collective bargaining under AAUP.

One of the other colleges

-

was organized as a faculty bargaining unit· represented by
elected faculty representatives for negotiation purposes.
The college of nursing faculty toward the end of the academic
year 1975-76 were exploring strategies for collective bargaining
(1)

The college of nursing eventually organized for formal collective bargaining under the state professional nursing
organization; the first and only school in the state to do so,
at the end of academic year 1976

(m)

The institution had electronic data

processing services and
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·a separate department of institutional researcho
(n)

The dean of the college was highly aware of the statutory
and accrediting requirements related to faculty and other
resources essential for a baccalaureate nursing program

2.

Project t=etential income based on all fund sources
The dean identified fund sol,}rces as corning from:

student fees,

capitation rronies from the state and federal govern:rrents, and nominal
cash contributions from corrmunity organizations for nursing scholarships.

There were no other funds from private philanthropy.

Funds

from these sources were noted by the dean preparatory to projecting
expenditures for the planned fiscal year.
3.

Calculate resource requirenents based on· program goals and
objectives and compare with available resources
Six rronths before the start of the fiscal year 1976, the

president sent a rnerro to the deans through the academic vice-president
with instructions to prepare the 1976 budget using a zero-base budgeting
approach.

Budget worksheets consisting of three colunns descriptive

of the goals and objectives, anticipated expenditures, and comparison
· with the previous year's expenditures, accom:p:mied the budget rrerro.
Prior to receiving the budget rnerro, the dean of the college
of nursing circulated a rcero to each individual faculty member in the
college requesting their requests for instructional expenses, continuing education, travel and other related expenses.

Assisted by the

assistant dean and the dean's secretary, the returns from the faculty
· were corrpiled and organized.

The staterrent of goals and objectives

formulated by the total faculty and with student input served as the
primary instrument for projecting cost estimates. Line-item objects
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of exp:mditures were organized tmder each staterrent of goal, and
comparison with the previous year''s allocations were used in arriving
at cost estimates.
Additionally, the dean used such references as forecasting
and'retrospective studies on student enrollment and credit hour production by nursing faculty, as well as the NIN Faculty
It was also pointed out by the dean that

Sa~ary

Survey.

during the time the

budget request was being prepared for the fiscal year 1976, activities.
were underway for the organization of the nursing faculty into a formal
collective bargaining unit.

Salary projections were rrade with the

tacit understanding between the dean, the academic vice-president,

and the vice-president for business affairs that the salary figures
would be adjusted as called for by results of faculty negotiations.
The bottom line figure of the budget request was compared with the
total amount of anticipated revenue for the nursing college.
4.

Check requested amounts against established guidelines or formula
Although there were no written guidelines, the dean explained

that there was an .i.nplied expectation for each college to generate
incorre equivalent to double the amount of its anticipated expenditure.
With the funds awarded by the state and the federal governrrent, the
college of nursing had a break-even operation.

Without the outside

funding, the college of nursing woul;d have had a deficit budget if
indirect costs were figured in.
5.

Establish priorities and alternatives based on institutional
priorities
The statement of goals and objectives collectively developed

by the faculty and student representatives reflected priorities given
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to curriculum revision and preparation for accreditation.
6.

Prepare doc'l.llrel1tation to support the budget. plan
A narrative stateirent outlining the increased student enroll-

rrent, nurrbers of faculty needed, facilities and services required as
stipulated by statutory and accrediting requirerrents acconpanied the
btrlget plan.
7.

Consult financial experts as appropriate
The dean consulted with the financial officer on such rratters

as:

areas credited to nursing for courses taken by nursing rrajors

outside of the college of nursing,

infl~tion

factor to be built in the

bu:lget, if any, and line-item categories in the rraster chart of accounts
of the university.
8.

Utilize electronic data processing services to facilitate analysis
Forecasting and retrospective studies issued by the department

of institutional research used as references by the dean in the preparation of the budget required computer services.
Actors
Participants in the preparation of the budget incltrled the
president, the vice-presidents, financial officers, the college of
nursing dean, assistant dean, secretarial staff and faculty.

There

were no students directly involved in the preparation of the budget.
Structure
Vertical and lateral lines of authority and conmunication
flowing from the president dCMI'l to the faculty were reflected in the
preparation of the bu:lget.
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Technology
Canputer services were used in forecasting and retrospective
studies use:i as reference in the preparation of the budget.

Conven-

tional scheduling rrodels' tirretables and manning tables were Used as aids.
Strategies
The dean cited that the interpretation and clarification of
the purp:>se and goal of the rollege of nursing was an inportant strategy ·in such occasions as reetings wi t:h faculty, other administrators,

and in the docurrentation of the bu:lget plan.

Emphasis was given to

the subsidies received by the nursing program, and the expanded student
pool for other colleges, specially the college of arts and sciences.
Participatory managerrent and shared governance of the college of
nursing with faculty and students was also cited as a strategy.
EnvironitEnt
There appeared to be a democratic environnEnt which provided
for faculty participation in the preparation of the budget.
Budget Presentation
Tasks
1.

Provide review of the budget by appropriate groups
There was an ad hoc budget review corrani ttee in the rollege

of nursing.

The initial budget request prepared by the dean was

submitted to them fo.:t; review.

Concerns were expressed in the area

·of rrore allocations for library and audiovisual resources.
were no sttrlent menbers in the btrlget review comnittee.

There
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2.

Submit budget request on time and meet with appropriate individuals
to discuss the budget request; consider possible alternatives to any
proposed deletion or reduction
Within a rronth after receipt of the budget v.;orksheets; the dean

met with the academic vice-president and expressed the faculty's concern over the need for rrore rroney for amiovisual and library resources.
Adjustrrents were na.de to increase the funds allocated in these two
categories.

An administrative rneeting was held within two weeks,

whereby each college dean presented the college bmget to the other
deans and to the vice-presidents and the president of the university.
The nursing budget. request was approved with the adjusted figures on
audiovisual and library resources.
Actors
Participants in the presentation of the bmget included the
nursing faculty, the college, of. nursing dean, the academic vicepresident, the members of the administrative council, and the
president.

•

Structure
The two way, top-down, bottom-up and sideway carrmunication
flow was reflected in· the presentation of the budget as evident in the
};Erticipation of central administrators as well as faculty in the
presentation of the budget.
Strategies
The dean employed techniques of persuasion, corrprornise and
negotiation.

She rraintained open lines of comnunication between

faculty and top administration.

r
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Budget Authorization

I

Tasks
Obtain official approval of the bu:lget with adequate lead time for.
irnplerrent.ation
The college bu:lget .was submitted by the nursing dean to the
academic vice-president, then to the administrative council advisory
to the president, to the president, and finally to the board of
trustees.

The bu:lget was approved one rronth before the start of the

new fiscal year.
Actors
Participants in the approval process included the president,
the vice-presidents, the dean, arrl the roard of trustees.
Structure
The ultimate authority arrl fiduciary role vested in the board
of trustees were reflected in the structure for the authorization
of the btdget.
Technology
Internal to the nursing college, there appeared to be no
technological devices or approaches used in the autho.1:1ization of
the bu:lget.
Envirorure:nt
Negotiations for collective bargaining was on-going while
the budget for 1976 was reviewed and authorizerl.

However, since

this was an acceptable nodus operarrli in the university there were
no visible strains related to the negotiating process.

The environ-
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rrent was favorable toward the approval of the btrlget.
Strategies
The dean made a presentation before the administrative council.
She emphasized the statutory and accrediting requirements that had to
be rret and p::>inted to the sUbsidies received by the college of nursing

from outside agencies.

She also cited that without the nursing majors

the enrollment in the college of arts and sciences where support courses
were

offered would even be lower, precipitating a crisis for depart-

rrents with heavily...tenured faculty.
Budget Implementation

Tasks
1.

Administer the J:>udget ~lan based on control measures and with
provision for flexibil~ty in implementation
· · At the beginning of the fiscal year, the dean receiVE;rl a

·computerized staternent of the budget for fiscal year 1976.

The

btrlget decurrent outlined the projected incorre and sources of revenue
and the anticipated objects of expenditures.

A rronthly rep::>rt was

received. throughout the fiscal year and was used by the dean to
rronitor the level of spending in each line item.
Approval for all budget requisitions was given by the dean.
Midway through the fiscal year, the president sent a rrerro to all
constituents of the university regarding a budget freeze necessitated
by a downtrend in enrollrrent and the failure of some anticipated
private donations to materialize.

After the freeze was declared,

all requisitions and purchase orders arrounting to $25.00 required
the approval of the vice-president, and all requisitions amounting
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to $300.00 and above required the approval of the president.

At about

the sane time the nursing faculty ratified a rraster contract that was
negotiated between the professional nurses orsanization and the university
administration.

The dean was not directly involved in the negotiation

process.
The ratification of the nursing rraster contract had irrplications
to the implementation of the budget.

Adjustrrents were rrade in the. nursing

budget to rreet the increased arrounts appropriated for. salaries

and a

per capita amount allocated for each faculty earmarked for continuing

education.
Whereas, prior to the onset of faculty collective bargaining,
the dean had the JX)Wer to veto requests for faculty attendance at
workshops for reasons of budgetary constraints if the situation existed,
this practice no longer was followed·because of the legal provision in
the rraster contract which obliged the university to provide funds up
to a certain arrount for such workshops, and a ooncomitant corrmitroont
on the dean to approve

the faculty's attendance to a given v.orkshop

as long as the rroney was provided for it.
tained her veto

rnwer

Ho:.vever, the dean rrain-

regarding rratters related to maintaining the

soundness of academic instructions, e.g., the dean could still withhold permission for a faculty rrember to attend a workshop even if the
noney was available, if provisions could not be made to maintain
continuity of instruction in the absence of the faculty rrember.
The rraster contract· provided for a grievance procedure and
due process which involved the dean, the academic vice-president, the
president, representatives of the bargaining unit and the nurses
association and arbitrators independent of the university and the
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nurses association.
Transfer of funds within the budget categories were permissible
as long as the bottom line figure rerrained the sane.

The budget freeze

resulted in a close scrutiny of all bu:lget requisitions and holding off
on purchases of equipment and supplies for the nursing laboratory.
External controls imposed by outside funding agencies were observed in
the irrplementatian of the bu:lget.
Actors
Participants in the irrplementation of the budget included the
president, the academic vice-president, the dean of the college of
nursing and indirectly, the representatives of the faculty collective
bargaining unit, in the sense that they rronitored the level of spending
in the appropriations for oontinuing education as provided for in the
master contract.
Structure
The fonnal lines of authority and cannunication depicted in
the organizational chart were reflected in the irnplanentation of the
budget.

Additionally, provision for participation of negotiators

and arbitrators independent of the university were included.
Technology
None of the participants used technological devices or
approaches in the ilnplerrentation of the budget outside of the
computerized budget printout.
Environment
The financial crunch surrounding the budget irrq:>lerrentation
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phase was pervasive.

'Ihe i.npact of collective bargaining was felt,

although there appeared to be no signs of overt hostilities between
faculty and admi.Ilistration.

However, the dean recognized that the

process of·collective bargaining initially placed her in an adversarial
role with the faculty because of the novelty of the experience. for
the college of nursing faculty and administrators.
Budget Evaluation
Tasks
Corrp3.re program costs with units of outputs reflective of program
goals and objectives and utilize results of evaluation as feedback
for the next budget cycle.
The btrlget freeze declared by the president midway through
the fiscal year resulted in strict rronitoring of expenditures at all
levels.

However, at the end of the year there were no attenpts to

relate the expenses actually incurred with the outputs of the program,
. '

·although the latter were readily known and available, such as number
of degrees awarded, number of graduates passing state boards and
mnnber of graduates with jobs.

External auditors

attested to the man-

ner in which nursing funds were used by the institution.
'Ihe budget review carnmittee did not evaluate the budget until
it was tirre to prepare the following year's budget.

The 1976 budget

was the prirrary doci.mlent used by the dean and the faculty in projecting
cost estimates for fiscal year 1977.
Actors
Since there was no fonnalized evaluation of the budget
relation to the goals and objectives and outputs of the program,
the participants in ·the budget preparation phase of the budget

in
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served as the only evaluators of the budget.

Externally,

~auditors

evaluated the disburserrent of grant awards to nursing.
Structure
The structure for budget evaluation reflected the provision
made for independent audits of funds allocated by external agencies.
Teclmology
Accounting procedures utilized by the atrli tors.
Strategies
Close rronitoring of expenditures by the dean, vice-president
and the president.

CUtbacks in spending for such areas as travel,

business entertairurent, renovation, maintenance and purchase of
major equiprnents.
Envirorurent
The financial crunch resulted in an environment characterized
by a lowered faculty morale and credibility gap between administrators
and faculty.
Sunimry

School E was a private catholic university with a college of
nursing administered by a dean who reported directly to the academic
vice-pr-esident and served. as the chief fiscal officer of the
college of nursing.
The btrlgeting horizon was for a single fiscal year and was
initiated six months before the start of the 1976 fiscal year with a
memo from the president directing the college deans to utilize a
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zero-base budgeting approach.

AssistEd by the assi tant dean and a

secretary, a budget request was developed, doc'l.lllEnted and presented
to the faculty ad hoc budget review corrmittee in the college of nursing ..
Subsequently, the budget reflecting faculty input was presented to the
academic vice-president, the adrninistrative council, the president
and the board of trustees for approval.
Changes were nade in the implementation of the nursing budget
plan resulting from the financial crunch which confronted the university
and to comply with the terms of the rraster ·contract negotiated by nurs-

ing

faculty through collective bargaining , between the nurses associ-

ation representing the nursing faculty and the university administration.
Although no fonna.lized evaiuation of the budget was undertaken
to relate program costs with outputs, budget spending were closely
nonitored as a result of a presidential directive to observe a budget
freeze.

This led to an enviro'nment characterized by a lavered norale

and lack of faculty's trust in administration.
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Schcol F
Institutional Background
Schcol F was a private Catholic college located in
:rretrorolitan Chicago area.

th~

southern

In 1975, the college was 128 years old.

The nursing program was established 68 years after the schcol was
founded, and has been in existence for 60 years.
Organized as a separate professional schcol within the college,
the schcol of nursing was administered by a director who rerorted
directly to the vice-president and academic dean.

Both the college

and the nursing schcol offered degrees in the baccalaureate and nasters ·
levels.

The graduate and undergraduate corrponents of the nursing

program were accredited.

In 1975, the schcol of nursing had a student

enroll:rrent of 550 and a faculty of 34 excluding off-campus clinical
Pr-eceptors.
Resrondent' s Background
The director of the schcol of nursing, a registered nurse
with an earned doctoral degree served as the resrondent in this study.
She had no previous budgeting experience.

She did not have any

orientation or in-service training on the budgeting process at
Schcol F.

In 1976, she attended a national workshop on budgeting

in nursing schools,· sponsored by a professional nursing organization.
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'Ihe Budgetary Cycle

I

Budget Preparation.
Tasks
1.

Establish budget planning assumptions
There was no indication that the process of establishing

budget planning assumptions was undertaken as a separate process or
in relation to budgeting.

However, from the responses given during

the interview and fran the study of such documents as the organizational
chart, job description, accreditation report, faculty minutes, budget
docurrents and the school catalog, the following observations were noted,
which according to the literature were related to the process of
establishing planning assumptions:
(a)

The college had a written statenent of philosophy, goals
and objectives reflective of.its mission as a catholic co-

edu:::ational liberal arts college for comrtuter and resident
students dedicated to teaching, learning and sevice
(b)

The school of nursing had a written staterrent of goals and
objectives which reflected the mission of the college.

(c)

There was an advisory council to the president comprised of
faculty and administrators on ma.tters related to budgetirlg
and planning

(d)

Educational plans for the curricular offerings of the
college of nursing were well developed and expressErl in
·behavioral tenns

(e)

The budgeting horizon coverErl a single fiscal year extending from July 1 to June 30

r
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(f)

tl

The director's job description charged her with the
preparation and administration of the nursing budget

(g)

The nursing director was highly cognizant of the statutory
and ·accrediting requirerrents related to nursing programs

(h)

'Ihe institution did not have electronic data processing
services

2.

Project fOtential incorre based on all fund sources
Revenue for the school of nursing carre from student fees,

state 'and federal capitation, and special project grants.
no nonies from private philanthropy.

'Ihere were

'Ihe direct<t>r explained that

because of a previous experience whereby the institution had to phase
out ·a program

SlJPfX)rted

by "soft noney" , extra efforts were under-

taken to rionitor incorre sources and actual incorre generated.
3.

Calculate resource requirerrents based on program goals am
objectives and compare with available resources
Six nonths before the onset of the new fiscal year, the

nursing director received budget worksheets from the vice-president
and academic dean, which consisted of line-item categories such as

salaries, supplies, equiprent, travel, telephone, postage and
printing.
Assisted by the assistant director, the ·director of nursing
arrived at cost estimates for eah of the line items based on several
factors:

(a) Faculty budget requests that were infonnally collected

by the director and the assistant director throughout the academic
year.

(b) the budgets for 1974 .and 1975 and,

(c) anticipated sttrlent

enrollrrent and numbers of faculty needed for 1976.

Serre of the

documents she used in preparing. the budget were the college faculty .
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salary schedule, the NlN Faculty Salary Survey and the goals and
objectives of the program.
The total projected arrount was compared with the anticipated
incorre from all the fund sources.
4.

Check requested arrounts against established guidelines or. formula
Internally, there were no written guidelines although there

was an implied expectation to keep a balanced budget.

Accrediting and

statutory guidelines were observed in such areas as faculty-student
ratio and faculty mix.
5.

Establish priorities and alternatives based on institutional
priorities
The nursing program's staterrent of goals and objectives reflected

priorities given to'curriculum revision and preparation for contimited.:accreditation

of the program.

There was an .irrplied understanding that

budget changes could be rrade contingent on the level of actual stu:ient
enrollirent, so, the director had alternatives in mind but they were not
documented in writing.
6.

Prepare docl.lllEntation to ·support the budget plan
There was no indication that written docUITE!ltation were

prepared to accorrpany the budget plan.
7.

consult financial exeerts as appropriate
The director of the school of nursing expressed that she felt

no need to consult the financial officers of the college.
8.

Utilize electronic data processing services to facilitate analysis
There were no analytical stu:iies done in relation to the

preparation of the bu:iget which required electronic data processing.
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Actors
Participants in the preparation of the budget included the
vice-president and academic dean, the director and assistant director
of the school of nursing 1 and the nursing faculty.

The nursing students

were not involved in the preparation of the budget.
Structure
Fornal lines of authovity and corrmunication flowing fran the
vice-president to the director and faculty were reflected in the
prep:tration of the budget.
Technology
Special technological devices and approaches were not used in
the preparation of the budget.

Conventional scheduling m::x:lels 1

ti.Iretables and m:mning tables were used as aids.
Strategies
In anticipation of directives regarding budget cutbacks during

ther course of the fiscal year 1 the director stated. that she p:tdded
the budget plan.
Environment
There app:ared to be a derrocratic atrrosphere which provided
for faculty participation in the process of budget preparation.
Budget Presentation
Tasks
1.

Provide review of the btrlget by appropriate groups
The budget request was presented to the total nursing faculty

r
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for review.

A "Comnittte on Future Directions"; a standing corrmittee

in the school of nursing also reviewed the nursing budget request.,
There were no changes made in the budget plan as presented.
2.

Submit budget request on time and meet with appropriate individuals
to discuss the budget request; consider possible alternatives to
any proposed deletion or ·reduction
A rreeting between the director of the nursing school, the

graduate dean, and the academic vice-president were held to discuss
the budget request.

The nursing director explained the rationale for

request for additional faculty to meet increased student enrollment.
No budget changes were made at this level.
Actors
Participants in the presentation of the budget include the
nursing faculty, the director of the school of nursing, the graduate
dean and the vice-president.
Structure
Two-way vertical and lateral lines of conmunication were
reflected in the presenta.tion of the budget as evidenced by the
p:rrticipation of central administrators as well as faculty in the
presentation of the budget.
Technology
There were no technological devices or approaches used in
the presentation of the btrlget.
Strategies
The director of the school of nursing maintained open lines
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of communication and good working relationships with the faculty
and cgntral administration.
Environrrent
There appeared to be a denocratic process which allowed for
faculty participation in the review of the budget.
Budget Authorization
Tasks
Obtain official approval of the budget with adequate lead time for
irrplementation
The dean submitted the academic budget to the faculty and
administrative group advisory to the president, and then to the
·president who in turn submitted it to the board of trustees for approval.

The institutional budget was approved a nonth before the

start of the fiscal year.
Actors
Participants in the authorization of the budget were the
nursing director, the dean, the vice-presidents, faculty representatives to the group

advisory to the president, the president and

the members of the board of trustees.
Structure
The ultimate authority and fiduciary role of the members of
the board of trustees was reflected in the. authorization of the budget.
Technology
There were no technological devices or approaches used in the

r
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authorization of the budget.
Strategies
The review of the budget request by . the faculty and administrative
groups were.provided for.
Environnent
Since no changes were made in the nursing budget there appeared
to be an environment sup:I;Ortive of nursing

education.

Budget Implementation
1.

Administer the budget plan based on control measures and with
provision for flexibility in implementation
There were no guidelines internal to the college although

there was an implied expectation to keep a balanced budget.

External

controls were imp::)sed by outside funding agencies in relation to
·ensuring that funds ea.nrarked for nursing were spent accordingly.
At the beginning of the fiscal year, the nursing director
received a printed budget statement indicating the monies allocated
to nursing.

A monthly budget statement. was issued throughout the

fiscal year and was used by the director to rronitor the levels of
spending.
The director cited that during 1976, she instituted a process
whereby the level coordinatoes of ·the nursing curriculum took charge
over their budgets.

She pro-rated the total nursing budget into the
'

three levels based on student enrollment in each level. She related
that, initially, the level coordinators

had to be reassured that

they had the latittrle to spend their budgets according to their
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perceived needs.

The school of nursing director maintained oontrol

over the total budget in the sense that she still had to give final
approval to requisitions made by the level coordinators.
During the course of the fiscal year there were periods when
the president sent out

lll2llOS

directing the directors to reduce spend-

ing to the n:ost. essential items related to instruction because of
problems related to cash flow.
Transfer of funds from areas of credits to debits were acceptable upon request of the director as long as the bottom line figure
remained the sarre.

Unencu:rrbered funds reverted back to the general

funds at the close of the fiscal year.
Actors
Participants in the implementation of the budget included
the director and the level coordinators in the school of nursing.
Structure
The .r;nver and authority inherent in the office of the
director was reflected in the implenentation of the budget.
Technology
There were no special technological devices used. in implementing the budget.
Envirorurent
There appeared to be a democratic process which allowed for
participatory governance by nursing faculty.

The financial crunch

confronting the private schools created a tight fiscal envirorurent
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for the irrplerrentation cx1 the 1976 fiscal year budget in School F.
Strategies
The nursing director stated that although she made sorre cuts in
the budget in respJnse to the presidential rrerros, she never made cuts
voluntarily.
Budget Evaluation
Tasks
Compare program costs with units of outputs reflective of program
goals and objectives and utilize results of evaluation as feedback
for the next budget cycle
At the middle of the fiscal year, an all-college faculty
meeting was called

b¥ the president for the expressed purpose of

repJrting on the fiscal status of the college.

Projected incare and

actual expenditures were corrpared at this tine and

adjusbrents were

made accordingly to maintain a balanced budget.
The rronthly budget statements were rronitored for the levels
of spending for each line item.

Although the outputs of the program

such as number of degrees awarded, number of graduates passing state
boards and job placements were available and knCM711, there were no
attempts to relate program costs with these outputs.

The actual

budget expenditures for 1976 were used in projecting cost est.irrates
for 1971.
Actors
Participants in the evaluation of the budget were the
president, the vice-president, the deans, director, nursing
faculty and auditors.
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Structure
Fonual lines of authority and ccrnmunication as depicted in the
organizational chart were reflected in the evaluation .of the budget.
Provision for independent audits were made.
Technology
Accounting procedures were used by independent auditors.
Strategies
Mid-year appraisal and noni toring of levels of spending
on a nonthly basis comprised the strategies for the evaluation of
the bu:iget.
Environrrent
There appeared to be lack of control rreasures except for the
control exerted by the president and the director in their fiduciary
roles.

The bu:lget cuts were reflective of the financial squeeze which

confronted institutions of higher education especially private
liberal arts colleges.
Surrmary

School F was a private catholic liberal arts college with a
school of nursing administered by a director who rer:orted directly
to the vice-president and academic dean.
The bu:igeting horizon in School F
year extending from July 1 to June 30.

cover~

a single fiscal .

Six nonths before fiscal

year 76 started, the director received line-item worksheets from the
academic dean.

Assisted by the assistant director, cost estimates
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for the line items were projected on the basis of faculty requests,
the previous years' btrlgets, anticipated student enrollrrent and
mnnber of faculty needed for the planned fiscal year.

The budget

request was presented to the total nursing faculty for review, then
submitted to the academic dean, who in turn submitted it to the
administrative and faculty group advisory to the president, then to
the president and finally, to the board of trustees for final approval.
Flexibility in the implementation of the budget was neccessitated by budget cuts during the course of the fiscal year.

Although

no formalized evaluation of the budget was undertaken to relate program
costs to program outputs, budget spending was closely

rron:i,tor~

by

the director.
External controls were imposed by outside funding agencies
on the use of funds earmarked for nursing.

There was noticeable lack

of use of technological devices and approaches throughout the btrlget
cycle.

There was a derrocratic environrrent which provided for faculty

participation in the preparation, presentation and review of the
budget.
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School G
Institutional Background
School G was a private nonsectarian university located in
downstate Illinois.

At the time of this study the institution has

been in existence for 71 years.

The nursing program was established

64 years after the university was founded.

In 1975, the nursing

program was seven years old.
Degrees offered by the university were at the baccalaureate
and masters levels only.
nursing program.

The baccalaureate degree· was offered in the

Organized as a department within the college of

liberal arts and sciences, the nursing departrrent was administered
by a chairrran who rep:>rted directly

to the dean of the college.

The

nursing departirent was scheduled for NIN accreditation in Spring,
1978.

In 1975, the nursing departirent had a student enrollment of

327 and a faculty of 23.
ResJ:X?ndent' s Background
The nursing departirent chairman, a registered .nurse with an
earned doctoral degree served as the resp:>ndent in this study.
In 1975 she has been on the job for one year.

She had nine years of

previous experience in bu::lgeting as the finance corrmittee chairman
of the local school board.

She did not have any orientation or in-

service training on the btrlgetary process at school.

•
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The Budgetary Cycle
Budget Preparation
Tasks
1.

Establish budget planning assumptions
There was no indication that the process of establishing

planning assumptions was undertaken in a formal manner as a task
in itself or in relation to budgeting.

However, fran the responses

given during the interview and from such document's as organizational
charts, job description, budget documents and the school catalog,
several observations were noted which according to the literature
were related to the process of establishing assumptions.

These

observations incllrled:
(a)

The university's statement of philosophy, goals and
objectives reflective of its mission to furnish its
students with rreans of living indeperrlent, industrious
and useful lives by the aid of a knowledge of the arts
and .sciences, was available in writing

(b)

The nursing departrrent' s statement of goals and objectives
reflective of the university's mission was also in writing

(c)

The educational plans u:lerlying the program offerings in
nursing were well developed and expressed in behavioral
outcomes

(d)

There was an operational university planning council with
faculty representation from the nursing department

(e)

The departrrent of nursing was scheduled to change its·
status to a division the following semester
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(f)

The department of nursing was expanding its facilities to
a larger section of the university canplex the following
academic year

(g)

The btrlgeting horizon covered a single fiscal year, and
the . fiscal year extended :from Jrme 1 to May 31.

(h)

The chainmn' s job description

stipul~ted

that she had the

responsibility to prepare the nursing budget
(i)

The chainmn exhibited a high level of awareness of the
statutory and accrediting requirements for baccalaureate
nursing sch:x>ls

(j)
2.

The institution had electronic data processing services

Project potential incOIIE based on all fund sources
Revenue for the nursing department cane from student fees,

state and federal capitation, and frmds from private philanthropy.
'.

A1 though the chainran was able to identify the sources of inco:rre
. there was no

indication that i 1;:· was customarily calculated as a

step in the proce$S of. preparing the budget.
3.

Calculate resource requirements based on program goals and
objectives and COillp3Ie with available resources
Six nonths before the start of the fiscal year, the nursing

deparbrent chainmn received a budget merro and w:>rksheets from the
dean of the college of arts and sciences.
of line itetns in such categories as

The worksheets consisted

salari~s,

travel, supplies,

equipment, telephone, services.
cOst estimates of each of these line items were arrived at
by the chainnan based on several factors:

(a) the 1974 budget and

the actual level of spending in these items in the 1975 budget,.
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(b) the numbers of student projected for the following year and the
numbers of faculty needed,

(c) the faculty salary schedule of the

university, and the NIN Faculty Salary Survey.

Salaries were esti-

mated based on rank and merit and determined by such criteria as
teaching competence, research, publication, and cornnunity service.
The chairman cited that capital expenditures in terms of new facilities
or expansion into existing facilities were planned on the basis of
zero-base blrlgeting.
Although the goals and objectives of the department were informally considered by the

~irman

when she arrived at cost estimates

there was no indication that a deliberate attempt to relate the
projected expenditures with the program goals and objectives in a
concrete rranner was undertaken.
4.

Check requested amounts against established guidelines or formula
Internally, there appeared to be no guidelines or formula,

although externally-ilrq:osed accrediting and statutory requirerients
were adhered to.
5.

Establish priorities and alternatives based on institutional
priorities
The department's statement of goals and objectives developed

by the total faculty reflected the priorities accorded to curriculum
implementation and evaluation, and preparation for intial accreditation.
6.

Prepare docUirentation to support budget plan
A written narrative supporting the budget plan with rationale

built on increased student enrollment and continued subsidies to
nursing were prepared by .the chairman,
7.

Consult financial experts as appropriate
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preparation of the budget.
8.

.Utilize electronic data processing services to facilitate analysis
There. were no technological devices used during the. preparation

of the blrlget.
Actors
Participants in the preparation of the blrl.get were:
college dean and the nursing depart:rrent chainnan.

the

The ntirsing faculty

and students appeared to play no role in the preparation of the
budget.

Technology
There was no technology used in the preparation of the
budget.

Conventional scheduling nodels, tinetables and nanning

tables were used as aids.
Strategies
The chainna.n cited that ma.intaining open lines of cOIITI1Unication,
good relations with the dean and following standard procedures were
the strategies she used in the preparation of the budget •.
Environment
There appeared to be no provision for the democratic participation of faculty and students in preparing the budget.
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Budget Presentation
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Tasks
1. Provide review of the budget by appropriate groups
The budget request was not presented to any faculty or student group for review in the depart:rrent of nursing or within the
university as a whole.
2.

Submit budget request ort tirre and meet with ·appropriate individuals
to discuss the btrlget request; consider :r;ossible alternatives to

any pro:r;osed deletion or reduction
The docUITented budget request was submitted to the dean of
the college of arts and sciences on rronth after they were received.
A meeting was held between the chainnan and the dean to clarify the
budget request. \The chairman emphasized the priority attached to
earning accreditation, during this meeting.

No reductions or changes

were rrade in the nursing budget.
Actors
Participants in the presentation of the budget were the
department chairman and the dean of the college of arts and sciences.
Structure
. . Bottom-up lines of ccmnunication were reflected in the

~-.

presentation of the budget.
Technology
There were no technological approaches used in the preparation
of the budget.
Environment
There appeared to' be an .envir6runent sup:r;ortive toward
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nursing education.
Strategies
The neeting between the chairman and the dean appeared to be
the only strategy used in the presentation phase of the .budget cycle.
Budget Authorization
Tasks
<btain official approval of the budget with adequate lead tirre for
implerrentation
The dean of the college of arts and. sciences sumbi tted the
academic bt.rlget to the· vice president for academic affairs and to the
vice president for development who served as advisors to the president.
It then went to the president who in turn submittted it to the board
of trustees for final approval.

The institutional budget was approved

one rronth before the beginning fo the fiscal year.
Actors
Participants in the approval process of the budget were the
nursing chairrran, dean, vice-presidents, the preseident and members
of the board of trustees.
Structure
The ultimate authority and fiduciary role of the board of
trustees were reflected in the authorization of the budget.
Technology
There were no technological devices used in the authorization
of the budget.
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Strategies
M:lintaining open lines of commmication between the chainnan
and the dean appeared to be the only strategies used· in the authorization of the budget.
Environrient
Since the nursing budget was approved without any changes,
there appeared to be an environment suprx>rtive toward nursing education.
Budget Implementation
Tasks
1.

Administer the budget plan based on control rreasures and with
· provision for flexibility in implementation
Internally, . there were no control rreasures related to the

. budget although there was an irrplied expectation to keep a balanced
budget.

External controls were irorx>sed by outside funding agencies.
At the beginning of the fiscal year a canputerized budget

printout was transmitted to the chairnan.

The budget statement des-

cribed the rronies allocated to each of the line items.

Monthly

budget statements were transmitted throughout the fiscal year and
were used by the chainnan in rronitoring the levels of spending in
the departrrent.

The chainran approved. all bu:iget requisitions wi ~

the depart:rtent.

Transfer of funds fran one item to another was per-

missible UfX>n her request, as lc;mg as the bottom line figure remained
the same.

Unencumbered funds

the close of the fiscai year.

rev~ted

back to the general funds at
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Actors
The depart.rrent chainran was the major actor in the implerrentation of the budget.

•

Structure
'Ihe authority inherent in the chairman's role as the chief
fiscal officer of the nursing department was reflected in the implementation of the budget.
Technology
'Ihe computerized budget printout 9-ppeared to be the only
technological device used in the implementation of the budget.
Strategies
'Ihe chairrran rronitored the monthly ·levels of spending.
Environrrent
'Ihe environment was characterized by lack of controls internal
to the depart.rrent except the control exerted by the departnent chairman.

External oontrols were ill."'fX>sed by outside funding agencies,

statutory, and accrediting requirerrents.
Budget Evaluation
Tasks
Cqnpare program oosts with units of outputs reflective of program
goals and objectives and utilize results of evaluation as feedback
for the next budget cycle
Although program outputs such as number 6f degrees awarded,
,.

number of graduates passing state boards, and job placement of graduates were available and readily known, there were no attempts to
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There was no fonna.l eval-

I

uation of the budget at midyear or at the end of the year.

The on;Ly

evaluation of the btrlget appeared to be its used as the primary docurrent in preparing the planned fiscal year's budget.

Independent

audits were done on funds allocated to nursing from outside agencies.
Actors
Since there was no formalized evaluation of the btrlget except
when the budget for the planned fiscal year was being prepared, the
actors were the srure as the actors in the preparation of the budget
plus auditors.
Structure
The formal lines of conmmication flowing from the dean to the
chainnan and provision for participation of independent au:li tors was
reflected in the evaluation of the btrlget.
Technology
Auditing approaches were used by the auditors.
Strategies
The co:mp3.rison of actual expenditures and the budget plan on
a rronthly basis, and looking at the budget history at the ti:rre the
btrlget for the new fiscal year is prepared were the strategies used in
budget evaluation.
Environrrent
The environrrent was characterized by lack of internal control
.
.
rreasures. External control measures were imposed by outside funding agencies. ·
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School G was a private nonsectarian university with a nursing
department

a~istered

by a chairman who reported directly to the

dean of the college of arts and sciences.

The budgeting horizon in

School G covered a single fiscal year which extended fran June 1 to
May 31.

Six rronthS before the onset of fiscal year: 1976, the chair-

m:m received line-item worksheets from the dean of the college of
arts and sciences.

Cost estimates were projected by the chairnan on

the basis of the previous years' budgets,
enrollment and faculty needed for 1976.

the projected sttrlent
Statutory and accrediting

requirements were considered in the preparation of the btrlget as
well as the 'goals, objectives and priorities of the program.

From

the dean the budget went to the vice-president for development and
the academic vice-president who served as .advisors to the president,
then, to the president, and finally, to the board of trustees for
approval.

No changes were made in the nursing budget request.

The nursing chairman was res_tX)nsible for the implementation
of the budget.

There were no technological apFroaches used in the

preparation, irnplerrentation. or evaluation of the budget.
used by the nursing chainnan consisted of rraintaining

Strategies

o~n

lines of

communication and establishing good relationships with the dean.
There appeared to be an environrrent supportive toward nursing
education.
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School H
Institutional Background
School H was a private Evangelical Covenant college in the
northern metrorX)litan Chicago area.

At the time of the study the

college has been in existence for 84 years.

The nursing program was

established 65 years after the college was founded.

In 1975, the

nursing program was 19 years old.
Degrees offered at School H were at the baccalaureate and
rrasters levels.
nursing program.

orily the baccalaureate· degree was offered by the
Organized as. a department within the science

division of the college· of arts and sciences,. it was administered by
a chairrran who re:r::orted directly to the science division chairrran, who
in turn re:r::orted to the college dean.
accredited by the NIN.

The nursing depart.rrent was

In 1975, it had a student enroli:rrent of

240 and a faculty of 20.
Res:r::ondent' s Background
The nursing chairrran, a registered nurse with a rrasters degree
in nursing

s~ed

as the respondent in this study.

been on the job for 14 years.

In 1975, she has

She did not have any orientation or

in-service training on the bu:lgetary process at School H.
The Budgetary cycle
Budget Preparation
Tasks
1. Establish budget planning assumptions
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There were formalized budget planning assumptions established

I

by the institution related to expected income and student enrollment.
Additionally, other observations were noted which.relate to the.process of establishing planning assumptions such as:
(a)

There was a written staterrent of philosophy, goals and objectives reflective of the institution's mission as an
educational institution dedicated to the development of intellectual deiscipline framed in the perspective of Christian
faith and fellowship

(b)

There was a written staterrent. of philosophy, goals and objectives of the nursing program, reflective of the institutionls
mission

(c)

The edocational plan undergirding the nursing program was
well developed and expressed in behavioral terms

(d)

Formalized planning activity took place in both the college
level and at the level of the nursing department.

At the

college level, planning was conducted by faculty from each
of the departments.

In

the departmental level, an ad hoc

committee on planning was operational in the nursing department, co:rrprised of faculty volunteers.
planning was space planning.

The locus of college

The nursing planning corrmittee

concerned itself with all facets of the department's
operation:

curriculum, space, faculty life, student life,

and learning resources.

(e)

A shift from a departmental to a division status was scheduled for the nursing departrrent the following year because of
increased student enrollment.
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(f)

The budgeting horizon covered a single fiscal year which
extended from July 1 to June 30

(g)

As outlined in the job description, the nursing chainnan

was responsible for the preparation of the nursing budget
(h)

The nursing chainnan was highly cognizant of the statutory
and acc:r;~ ting require:rrents related to the nursing program

(i)
2.

The institution had electronic data processing services

Project potential incorre based on all fund sources
Income for the nursing program were identified by the chair-

nan as corning from several sources:

student fees, state and federal

capitation, cash and endCMirel1t fund fran the church, and private
benefactors.

Although the nursing chairnan was aware of the sources

of incorre there was no indication of any formal attempt to relate the
total incorre to fund sources

as a formal step in the preparation

.of the budget.
3.

Calculate resource resource requirements based on program goals
and objectives and compare with available resources
Six nonths before the onset of fiscal year 1976, the .chairman

received a budget memo and worksheets from the division chairnan.
Prior to receiving the

budg~t

survey of faculty needs.

memo, the chairnan conducted an infernal

Assisted by the assistant .chainnan, the

dean made projections for student enrollment and number of faculty
for the follCMing academic year.

Cost estimates for fiscal year 1976

were based on these projections and the previous years' budgets.
The program's goals and objectives were informally considered although
there were no deliberate attempts to corrpare the anticipated resource requirements with available resources.

r
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4.

Check requested amounts against established guidelines or formula
There ·ap:r,:x=ared to be no guidelines internal to the depart::rrent.

External guidelines were imposed by statutory and accrediting requirerrents in such areas as stlrlent-faculty ration, faculty mix, space and
facilities essential for a baccalaureate nursing program.

These also

served as the bas.is for projecting cost estlirates.
5.

Establish alternatives and priorities based on institutional
priorities
The depart.Irent' s. staterrent of goals and objectives which

were developed by the total faculty reflected priorities given to
curriculum revision and evaluation.
6.

Prepare dOC1.1IIentation to support the blrlget plan
No documentation was prepared to support the blrlget. plan.

7.

Consult financial experts as appropriate
The chairman cited that she met with budget officer befqre

and after the bu:lget request was submitted to get clarification
regarding what could legitlirately be inchrled in the various line
items and to explain the rationale behind the budget request.
8.

Utilize electronic data processing services to facilitate analysis
There was no indication that electronic data processing

services were used in the preparation of the bu:lget.
Actors

Participants in the preparation of the budget were the
science division chairman, the assistant chairrran of the ·nursing
dep:rrf:Irent, the nursing c.hairrran and faculty.
involved in bhe preparation of the blrlget.

There were no students

r

205

'

I

Structure
Formal lines of authority and corrmunication depicted in the ·
organizational chart were reflected in the preparation of the budget
as flowing from the college dean, to the divi!;)ion chairman, to the
nursing department chairman.
Technology
Manning tables were used in projecting faculty needs.

Con-

ventional scheduling tables and tilretables were also used as aids to
resource allocation.
Strategies
The strategies used by the dean in the prer.aration of the
budget were cited by the nursing chairnan as:

obtaining faculty bud-

get requests informally, neeting with the budget officer for clarifi·cation, and utilization of previous budgets in projecting cost estimates
for

~e

planned fiscal year.

Environnent
There app:=ared to a denocratic environnent allowing for
faculty particir.ation in the preparation of the budget.
Budget Presentation
Tasks
1. Provide review of the budget by appropriate groups

The budget plan was presented to the executive cornnittee of
.
the nursing departnent for review. No changes were made at this
level.
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Submit budget request on tirre and rreet with appropriate individuals
to discuss the budget request; consider possible alternatives to
any proposed deletion or reduction
A rreeting between the science division chairman, the nursing

departrrent chairrran, and the college dean was conducted for the purpose of clarifying the budget request.

There were no changes nade in

the budget plan as a result of this meeting.
Actors
Participants in the presentation of the budget were the
faculty members of the nursing executive conmittee, the nursing
chairman, the science division chairrran, and the college dean.
Structure
The two-way, vertical and lateral

l~es

of communication

were reflected in the presentation of the budget as .evidenced by the
participation of central administration as well as faculty in the
presentation of the budget.
Technology
There appeared to be no technological devices used in the
presentation of the btrlget.
Environrrent
There appeared to be a denocratic environment conducive to
communication and faculty particpation in the presentation of the
booget.

r
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Tasks
Obtain official approval of the)budget with adequate lead time for
.implerrentation
The nursing departnent chairrran submitted the budget to the
science division chairrran who in turn submitted it to the vicepresident for business and controller, and then to the president
who subrnittErl the institutional budget to the lx>ard of trustees for
approval.
Actors
Participants in the approval process of the budget were the
science division chairrran, the oollege dean, the vice-president for
busines$, the .president, and rrernbers of the board of trustees.
Structure
The ultimate authority and fiduciary role of the board of
trustees was reflectErl in the authorization of the budget.
Technology
There appeared to be no technological approaches usErl in the
autmrization of the bu:iget.
Environnent
Since no changes were made in the budget request there
appeared to be an environrrent favorable to nursing education.
Strategies
Maintaining open lines of conmunication airOng the various
levels of administration appeared to be the only strategy used in the

r
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authorization of the budget.
Budget Implementation
Tasks
AdrrUnister the btrlget based on control rreasures and with provision for
flexibility in the implementation of the budget
There were no control rreasures internal to the department.
External measures were i.Jrttx:>sed by the outside funding agencies.
At the beginning of the fiscal year, the chairrran received a
computerized budget printout which indicated the allocation for each
of the budget line-items.

A rronthly budget was transmitted throu:Jh:>ut

the fiscal year indicative of the levels of sp:mding in each line
i tern.

'Ihese were used by the chairman to rronitor the budget.

chainnan approved all·budget requisitions for nursing.

The

Transfer of

funds were permissible as long .as the bottom line figure rerrained the
sane up:m approval of the nursing chairman.

Unencmnbered funds

reverted to general ftmds at the close of the fiscal year.
Actor
The prirrary actor in the irrplerrentation of the blrlget was
the nursing department chairman.
Structure
'!he r:cwer and authority inherent in the chairman's role was
reflected in the implerrentation of the budget.
Technology
'!he corrputerized budget printout appeared to be the only
technological device used in the

~lernentation

of the budget.

.,

I
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Envirol1IIEI1t
There were no cutbacks during the implementation of the budget.
There appeared to be an environrrent supportive of nursing education.
Budget Evaluation
Tasks
Cornp:rre program costs with units of outputs reflective of ;pr<?gram
goals and objectives and utilize results of evaluation as feedback
for the next budget·cycle
Internally, there appeared to be no fonnal evaluation of
the budget except for the rronthly rronitoring of the budget.

Independent

au:liting was required by outside funding agencies.
Although units of outputs such as number of degrees awarderl,
number of graduates passing state boards and job placerrents of
graduates were available and readily known, there were no fonnal
attempts to related the costs of the program with these units of
program outputs.

The btrlget of fiscal year 197 6 was used as the

primary decurrent in projecting cost estimates for the 1977 fiscal year.
Actors
Since no evaluation took place until the upcoming fiscal
year budget was prepared, the actors who preparerl the budget were also
tbe evaluators.

Independent au:litors were requirerl by outSide .

funding agencies to attest to ho;v nursing funds were expended.
Structur~

The structure for budget evaluation allowed for p:rrticipa.tion
of independent auditors as required by law.
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Technology
Atrliting procedures were used by independent auditors.
Environrrent
The environment for budget evaluation was characterized by
lack of internal evaluation rreasures and external controls imposed by
outside funding agencies.
Strategies
~nthly

rroni toring of the levels of spending

in each line

item category was the strategy used for evaluating the budget.
Sunmary

School H was a private Evangelical Covenant liberal arts
college with a nursing departrrent administered by a

~hairnan

Who

re!X)rted directly to the science division chainna:n Who in turn
re!X)rteci to the dean of the college of arts and sciences.
The budgeting horizon in school H covered a single fiscal
year which extended from June 1 to May 31.

Preparation of the budget

was initiated six rronths before the new fiscal year with a bt.rlget
IreiTO

and line-item worksheets from the science chainnan to the

nursing departrrent chciirrran.

Assisted by the assistan chairrran, cost

estimates were made on the basis of faculty requests, the previous
years' budgets, anticip3.ted student enrollment and murber of faculty"
needed.

The prepared budget plan was presented for review before the

executive comnittee of the dep3.rtm:mt of nursing then submitted to
the science division chairrran, the dean of the college of arts arrl
sciences, the vice-president for business affairs and controller,

r
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and on

to

the president, and finally to the board of trustees for

final approval.
Implerrentation of the budget was characterize:l by lack of
internal control rreasures with the exception of the control exercise:l
by the department chairman who had the -authority to approve or veto
budget requisitions.
There was no forma.l evaluation of the budget.

Independent

auditors atteste:i to the manner in.which nurisng funds were expended.
The environment appeared to ne democratic and allowed for faculty
participation in the btrlgeta:ry process.

There were no cutbacks in the

nursing budget suggesting an environment fiscally favorable to
nursing.
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School I
Institutional Background
School I was a private college affiliated with the Ger.man
Synod of the Evangelical Covenant church in a suburb west of
Chicago.

At the time of this study the college has been in existence

for 104 years.
the

institu~ion

The nursing program was established 99 years after

·

was founded, and in 1975 was five years old.

Degrees offered by the college included the baccalaureate
and masters levels.
nursing program.

Only .the baccalaureate degree was offered by the

Organized as a depart.rrent within the college, it

was administered by a chainnan who reported ·direcl ty to the college
dean.

The nursing program was accredited by the NIN.

In 1975, it had

a student enrollment of 280 and a faculty of 12.
Respondent's Background
The nursing chainnan,. a regl.stered nurse and a doctoral
candidate in higher education administration, served as the respondent in this study.
years.

In 1975, she has been on the job for three

She had previous experience in budgeting as director of a

hospital diplara school of nursing.

She did not have any orienta-

tion or in-service training on the budgetary process at

School I.

Budget Preparation
Tasks
1.

Establish budget planning assumptions
In 1975, both the college and the nursing departm:mt had no

r
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fonnalized statements of plarming assumptions o

However in 1977, the

college had a written forrral docmrent of planning assumptions based on
developments external and internal to the institution in such areas
as student enrollment, sources of fundings, derrographic changes in
the corrmuni ty and the like o
From the responses given during the interview and frem the
study of such documents as the organizational chart, job description,
budget docmrents, and school catalog, the following observations were
noted which related to the process of establishing budget planning
assumptions for the 1976 fiscal year:
(a)

There was a written statement of philosophy, goals and
objectives reflective of the college's mission to help
each individual achieve excellence in corrprehensive scholar-

.

ship and reach an appreciation of moral and religious values
in the Christian tradition
(b)

The depart:nent of nursing had a written statem:mt of philosophy, goals and objectives reflective of the institution's
mission

. (c)

The Erlucational plans mdergirding the program offerings of
the nursing department were well developed and expresserl in
behavioral terms

(d)

The budgeting horizon covered a single fiscal year which
extenderl from July 1 to June30

(e) The chairrran • s job description stipulated that she was
responsible for the preparation and administration of the
nursing btrlget
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(f)
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The chainnan displayed great awareness of the statutory and
accrediting requirements for baccalaureate and nursing
programs

(g)

An enrolJ.ment ceiling was established for the nursing

departrrent
(h)

The nursing depart:nent was represented at the all-college
planning council by the depart:nent chainnan

(i)
2.

The college had electronic data processing services

Project p;?tential incane based on all fund s6urces
Income fran. the. nursing department came from the student fees,

state and federal capitation, special project grants,· and endavrrent.
funds.

Although the chainnan was able to identify these fund

sources, there was no indication that there was a fonna.l deliberate
step to calculate all the income from these sources as an identifiable
step in the budget preparation process.
3.

calculate resource requirements based on program goals arrl objectives
and compare with available resources
The chainnan stated that the goals, objectives and priorities

of the program were considered in the process of preparing the budget
request.

Six IIDnths before the onset of the 1976 fiscal year,· the

chainnan received a bu:lget nerro from the college dean. Faculty needs
and input were surveyed by the chainnan before the budget merro carre
regarding their projected instructional needs.

Based on the faculty

input, the 1974 and 1975 budgets and projected student enrollment,
the number of faculty needed and special projects planned by the
departrrent, she developed her avn budget categories

ru.1.d projected

cost estinates for each category~ i.e., stu:lent recruitment~ travel,
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supplies, equi:pnent, salaries.

The calculated costs were not formally

canpared with anticipated income.
4.

Check requested amounts against established guidelines or formula
There appeared to be no guidelines internal to the institution.

However, guidelines established by statutory and accrediting agencies
were adhered to.
5.

Establish priorities and alternatives based on institutional
priorities
The depa.rtnent's staterrent of goals and objectives developed

by the total faculty reflected priorities accorded to curriculum
evaluation and developrent of oontinuing education program offerings.
These were in line with the constitution's priorities.
6.

Prepare docurrentation to support ·the budget request
A narrative explanation of the budget plan revolving around

the numbers of student and faculty.

leaming~teaching

strategies,

and special concerns of the nursing depart:nEnt accompanied the budget
request.

Alternative plans were included to allow for fluctuations

in student enrollrrent.
7.

Consult financial experts as appropriate .
Before and after the budget request was canpleted, the chair-

man rret with the budget officer to clarify the goals and objectives
of the nursing program, explain how the budget categories were arrived at, and the rationale for the arrounts requested for each linei tern category.
8.

Utilize electronic data processing services
There were no analytical studies done that required the

use of the electronic data processing.
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Actors
Participants in the preparation of the budget were the college
dean, the deparl:r!Ent chairman, assistant chainran and faculty.
Structure
Formal lines of authority and communication as depicted in the
organizational chart were reflected in the preparation of the bu:lget.•
Technology
Maiming tables, conventional scheduling rrodels and timetables
appeared to be the only technological devices used in the preparation
of the bud.get.
Strategies
The chairman'cited the following strategies utilized for
bud.get preparation in School I:
rreeting with bu:lget officer before and after the plan was
submitted,
obtaining input from faculty regarding their instructional needs,
utilizing the previous budgets and anticipated student
enrollrrent,
use of the

~~

Faculty Salary Survey as a reference.
Bud.get Presentation

Tasks
1.

Provide review of the bud.get by appropriate groups
The budget plan was presented by the chainran to the entire

faculty who serves as a cornnittee of the woole in reviewing the
budget plan.

No changes were made by this group.

r
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2.

Submit btrlget· request on time and rreet with appropriate individuals
to discuss the budget request; consider possible alternatives to
proposed deletion or reduction
A rronth after the btrlget rrerro was received, the nursing chair-

man submitted the completed budget plan with docurrentation to the college dean.

A rreeting was held between the chainnan and the dean to

clarify any questions regarding the budget.

There were no issues

raised and the btrlget plan was not changed at this level.
Actors
Participants in the presentation of the btrlget were the nursing
facu1ty, the departrrent chainnan, and the college dean.

There were

no students involved in the presentation of the budget.
Structure
The vertical, lateral two-way lines of communication flowing
from the college dean to the faculty as depicted in the organizational
chart was reflected in the presentation of the budget.
Technology

There appeared to be no technological approaches used in the
presentation of the budget.
Strategies
The dean cited the following strategies in the presentation
of the budget:
docurrentation was prepared to support the budget request,
the budget plan was presented to the faculty for review,
a rreeting was held between the chairrran and the dean, and
between ·the chainnan and the budget officer to discuss ·the
budget plan.
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Environment
There apPeared to be a democratic environment which allowed for
faculty participation in the presentation of t:he budget.
Budget Authorization
Tasks
Obtain official approval of the budget with adequate lead tine for
irnplenEiltation
The nursing chainnan submitted the budget plan to the college
dean, who submitted the completed academic btrlget to the budget
officer, who in turn sumbitted it to the president.

The president

submitted ·the total college btrlget to the board of trustees for
final approval.
Actors
Participants in the authorization of the budget were the
nursing chairrran, college dean, bu:lget officer, the president, and
the board of trustees.
Structure
The ultimate authority and fiduciary role of the board of
trustees was reflected in the authorization of the budget.
Technology
There appeared to be no special technological devices used
in the authorization of the budget.
Strategies·
Maintaining open lines of commmication appeared to be the
prirrary strategy in the authorization of the bu:lget.
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Environrrent
No changes were made in the nursing bu::lget.

There appeared to

be an environrrent supportive toward nursing education.
Budget Implementation
Tasks
Administer the bu::lget plan based on control rreasures and with provision
for flexibility in implementation
At the beginning of the fiscal year, a cornputerizErl budget
printout indicating the funds allocated to each line-item was transmitted to the chai:rm:m.

A rronthly report reflecting the levels of

spending for each line item was transmitted throughout the fiscal
year.

These reports were used by the chairrran to rronitor the level

of spending of the departrrent.
The authority of the chairman to approve or veto the budget
requisitions appeared to be the only internal control rreasure
in the · implernentation of the budgetj External rreasures stipulated
that funds earmarked for nursing were spent acoordingly.

,Transfer

of funds drom one item to another to cover areas of deficit was permissible upon request of the chai:rm:m.

Unencumbered funds reverted

to general funds at the close of the fiscal year.
Actor
The primary actor in the irnplernentation of the bu::lget was
the chairman.
Structure

The authority inherent in the chairman's role was reflected
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in the structure for irrplerrentation of the budget.

Technology
The computerized bu:lget printout appeared· to be the only
technological devise in the implementation of the bu:lget.
Environrrent
There were no drastic changes in the bmget plan, so there
appeared to be an environrrent suprx>rti ve of nursing education.
Strategies
The chairnan cited the following strategies in :implerrenting
the budget:
use of the chainnan •s veto rx>wer,
rronthly rronitoring of levels of spending in each of the line items.
Budget Evaluation
Tasks
Compare program costs with units of outputs reflective of program
goals and objectives and utilize results of evaluation as feedback for
the next bu:lget cycle
There appeared to be no fonna.l evaluation of the budget.
Internally, the rronitoring of rronthly levels of spending through the
bmget printout appeared to be the only evaluation procedure undertaken.
Independent audits of funds from outside agencies were required by law.
Although program outputs such as number of degrees awarded,
graduates passing state boards, and job placement of graduates were
readily knCMn, there were no attempts to relate the program costs with
these program outputs.

The actual expenditures in each of the line-items

r
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incurred in 1976 were used as a basis for

proj~ting

cost estimates

for 1977.
Actors
Participants in the evaluation of the budget were primarily
the independent auditors external to the institution.

Internally,

the budget was not evaluated until the upcoming budget request for the
new fiscal year was prepared.

Therefore the actors cited in the pre-

paration of the budget could be considered as actors for budget
evaluation.
Structure
The structure for the evaluation of ·the budget reflected
provision for participation· of independent auditors external to
the institution.
Technology
Auditing approaches were used. by

ind~ent

auditors.

Strategies
· Internally, there were no strategies specific to the
evaluation of the budget in a formalized nanner

except the nonthly

noni toring of the levels of spending in each line i tern.
Environrrent

•

The environrrent for budget. evaluation was. charac:terized by
·the lack of internal eValuation

rreasures~

External to the institu-

tion, evaluation by independent au:litors· were mandated by law.
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Surrmny

School I was a private Evangelical Covenant College of
the German Synod with a department of nursing administererl by a
chairrrB.n who reported directly to the college dean.
The budgeting horizon at School I covered a single fiscal
year which extended from July 1 to June 30.

Six rronths before the

start of fiscal year. 1976, the chairman received a budget memo from
the college

dean~

Assisted by the assistant chairmm, cost estirrates

for categories developed by the- chairman were arrived at on the basis
of faculty input, budgets for 1974 and 1975, priorities of the
departrrent and statutory and accrediting requirerrents.

The conpleted

budget plan was docurrented, presented to the entire faculty which
functioned as a review comnittee

of the whole, then sul:mitted to

the college dean, the vice president for business and controller,
the president and finally, to the board of trustees for final
approvaL

No changes were made in the nursing budget.

Irrplementation of the bu:lget was characterized by lack of
written guidelines internal to the depart:rrent.

External guidelines

were inposerl by funding and accrerliting agenecies arrl were adhererl
to. ·Evaluaticn of the bu:lget was not fonnalized.

Indpendent

auditing as requirerl by law was done on funds from extramural
agencies.
There appeared to be an environrrent supportive of nursing
education and provision for democratic participation of the faculty
in the preparation of the bduget.
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School J
Institutional Background
School J was a private narazene college located in
south of Chicago.

a

twon

At the tine of this study the institution has been

in existence for 68 years.

The nursing program was -established 58

years later and in 1975 was ten years old.
Degrees offered by the college arrl by the nursing program were
at the baccalaureate level.

Organized as a division within the college,

the nursing division was adririnistered by a chainnan :who re:£X)rted
directly to the college dean.

The nursing program was ·not accredited

by the NIN at the tine of this study, but was scheduled for an
accreditation visit in Spring, 1978.

In 1975, the nursing division

had a student enrollnent of 140 and a faculty of 12.
Resp:>ndent • s Background_ .
The division chairnan, a registered nurse with a rna.sters
degree in nursing, served as the res:£X)ndent ·in this study.
she has been on the job for four years.
in bu:igeting.

In 1975,

She had no previous experience

She did not have any orienation or in-service training

on the bu:igetary process at School J.
The Budgetary eycle
Budget Preparation
Tasks
1.

Establish budget planning

ass~ions

There were no forrna.l statements of planning·premises for the
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college or the division of nursing.

However, responses given during

the interview and study of such documents as the organizational chart,
job description, accreditation report, and the school catalg, indicated
certain developments which were related to the process of establishing
planning assumptions.
(a)

These observations included:

The statement of philosophy, goals and objectives of the
college were in writing and were reflective of the institution 's mission tb:

seek to cbrrmunicate effectively the

historical and cultural heritage, to provide liberal arts
education in a Christian academic corrmunity, and to lead
those who are not established in the Christian faith into
~·

the experience of full salvation

}:'
'c

(b)

The division of nursing's statement of philosophy, goals
and objectives were 9-vailable in writing and were reflective
of the institution's mission

(c)

The plans undergirding the educational program in nursing
were well developed and were expressed in behavioral outcomes

(d)

A college planning council with representation from the
nursing faculty was operational during the 1976-1977
academic year

(e)

As stipulated in the job description, the nursing chainran

was responsible for the preparation of the nursing budget
(f)

The budgetirig

h~rizon

covered a single fiscal year arrl .

extended. from July 1 to June 30
(g)

The nursing division chairrran was highly cognizant of the
statutory and accrediting requirements for baccalaureate
nursing programs
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(h)
2.

The college had electronic data processing services

Project potential income based on ·all fund sources
The chairnan identified incorre sources for nursing as:

student fees, federal capitation and cash contribution from the church.
She stated that her college could not meet the conditions stipulated
by the state and was not eligible for capitation nonies.

Although the

chaioman was able to identify the fund sources for nursing, the calculation of the total income from these sources did not appear to be
an identifiable step jh the budget preparation process.
3.

Calculate resource re::q¢rerrents based on program goals and
objectives and compare with available resources
Seven I):Onths before the start of the 197 6 fiscal year, the

nursing chainran received a budget :rrerro and worksheets from the
college dean.

These worksheets consisted of line-item categories

such as salaries, supplies, equiprrent, travel, and services.

Salaries

were projected based on the college faculty salary schedule.

The

chainna.n stated that although she received the NIN Faculty Salary
Survey, she did not share it with anybody because of the apparent gap
between the slary ranges in her college's schedule and the ranges
repovted by the NIN.

Faculty budget requests were obtained info:rmally.

Cost estimates for each line item was arrived at on the basis of the
previous year's budget and projected faculty-student ratio and faculty
mix were also considered, as well as the priorities established by the
nursing division in relation to accreditation of the nursing program.
There was no formal attempt to corrpa.:t-e the projected costs with
anticipated income.
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4.

Check requested anornts against established guidelines or formula
There appeared to be no guidelines internal to the institution.

Guidelines stipulated by state, accrediting, and outside funding
agencies were considered in the preparation of the budget.
5.

Establish priorities and alternatives based on institutional
priorities
The division's staterrent of goq.ls and objectives developed

collectively by the total faculty reflected the priority accorded to
seeking accreditation for the nursing program.

There were no alter-

natives suggested in. the btrlget plan.
6.

Prepare docurrentation to support the budget
A written narrative built arornd the need to earn accredit-

ation for the nursing program was prepared by the chainnan and accompanied the budget request.
7.

Consult financial experts as appropriate
The nursing chairrran did not rreet with any of the financial

officers either before or after the budget plan was submitted.
8.

Utilize electronic data processing services to facilitate
analysis .
There were no analytical studies done in relation to the

preparation of the budget.

No data processing services were used.

Actors
Participants in the preparation of the budget were nursing
faculty, the nursing division chairm:m, and the college dean.

The

students had no active role in the preparation of the budget.
Structure
Fqrrnal lines of authority and communication as depicted in
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the organizational chart flowing from the dean to the chainnan, to
the faculty were reflected in the pre:paration of the bu:lget.
Technolo,gy
Tirretables, conventional scheduling rrroels and nanning
charts

ap~ared

to be the only devices used in the pre:paration of

the table.
Environ:rrent
There appeared to be a democratic environrrent which allowed
for participation by faculty in the preparation of the budget.
Strategies
The strategies cited in the preparation of the budget were:
infernal survey of faculty needs,
use of previous budgets ir} projecting the planned budget, and,
o~

lines of communication with faculty and top administration
Budget Presentation

Tasks
1.

Provide review of the ·budget by appropriate groups
The budget plan was presented to the entire faculty serving

as a budget review conmittee of the whole.

There were no changes

rrade in the budget plan in this group.
After the budget plan was submitted to the college dean, the
college dean had to present it before a college budget review c~"
mittee.

There were no changes rrade in this level in the nursing

budget request.
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2. SUbmit budget request on tirre and rreet with appropriate individuals
to.discuss the budget request; consider possible alternatives to
any proposed deletion or reduction
A rreeting was held between the nursing division chai:rnan and
the college dean to clarify the btrlget plan.

There were no revisions

nade in the budget plan as a result of this meeting.
Budget Authorization
Tasks
1.

Obtain official approval ·of the budget with adequate lead tine ·
for imple:rrentation
The nursing division chairman sumbitted the budget request

to the college dean who in turn presented it to a college budget
review conmittee.

From the budget review conmittee it was for:warded

to the executive adviso:ry corrmittee of the president, to the president 1 and finally tO the OOard Of trusteeS fOr apprOVal.
Actors
The participants in the approval of the budget were the
nursing divison chairnan, the college dean, the college budget
review comnittee, the executive committee members, the president
an::1 the board of trustees.

Structure
The ultimate authority and fiducia:ry role of the board of ·
trustees were reflected in the authorization of the budget.
Technology
There appeared. to be. no special technol~icai devices used
in the authorization of the budget.

r
(

229

I

Strategies
Maintaining open lines of conmunication between middle and
. top administration appeared to be the only strategy used in tHe
authorization of the budget.
Environment
There were no changes in the budget plan as presented.
appeared to be an environment

~upr:orti ve

There

of the nursing program.

Budget Implementation
Tasks
Administer the budget plan based on control rreasures and
with provision for flexibility in irrplernentation.

There appeared to

be no control rreasures internal to the division except. the authority

inherent in the chairman's role to approve or veto budget requisitions
within the division.

Guidelines imposed by statutory and accrediting

requirements involving the disburserrent of nursing funds were adhered to.
At the beginning of the fiscal year a computerized budget
staterrent indicating the funds allocated for each line-item was transmitted to the nursing chairman.

She received a nonthly budget print-

out through out the fiscal year which she used to rronitor the level of
spending in each line item.

Transfer of funds to cover deficit items

was penuissible ufX)n the approval and request of the nursing chainnan.
Unencumbered funds reverted to the general funds at the close of the year.
Actors
The prbnary actor in the irrplenentation of the budget was the
nursing division chairman.

r
!
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Structure
The p::>wer and authority vested in the chainran' s role was
reflected in the implerrentation of the budget.
Technology
The computerized budget printout appeared to be the only
technological device used in the implerrentation of the budget.
Strategies
The strategies for budget implerrentation included the:
rronthly rronitoring of the levels of spending in each line item,
compliance with external controls imposed by outside funding
agencies.
Budget Evaluation"
Tasks
¢ompa.re program costs .with units of outputs reflective of program
goals and objectives and utilize results of evaluation as feedback for
the next budget cycle
There appeared to be no fonnal evaluation of the budget at
mid-year, or, at the end of the year.

The rronthly rronitoring of

· levels of spending in each -line i tern appeared to be the only assessment process used during the fiscal year.

At the start of the new

bu:lget cycle, the previous budgets were used as the primary references
for projecting cost estimates.
Although program outputs such nunber of degrees awarded, number
of graduates passing state boards and job placerrent of graduates were
readily kna.vn and available there appeared tc be no deliberate attempt
to relate program costs with program outputs.

Independent auditing
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of funds from state and federal agencies were done in compliance
with the law.
Actors
Participants in the evaluation of the budget were the chairman, the faculty involved in preparing and reviewing the budget and
independent auditors.
Structure
The structure for the evaluation of the budget reflected
a provision made for the participation of auditors external to the
institution.
Technology
Auditing approaches were used by independent auditors.
Strategies
Strategies for budget evaluation included:
nonthly nonit6ring of levels of spending, arid,
use of btrlget history as primary reference in projecting costs
for planned fiscal year.
Environment
The environment was characterized by lack of internal evaluation
measures.

External control imposed by outside funding agencies were

complied with.

r
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Surmary

School J was a private Nazarene c.ollege with ·a division of
nursing administered by a chairman who reported directly to the dean
of the college.

The budgeting horizon covered a single fiscal year

. which extended fran July 1 to Jillle 30.

Six rronths ·before the start of

the fiscal year, the nursing chairman received a budget rrerro from the
college dean.

A budget plan was prepared based on faculty

input~ previous

budgets, anticipated student enrollment, and number of faculty needed
for the planned fiscal year.

The budget was presented to the nursing

faculty ·acting as a budget review conmittee of the whole, the, sul:mitted
with documentation to the college dean.

In tum, the college dean pre-

sented the college budget to the college budget review conrnittee.
Fran there it went ·to· the executive com:nittee advisory to the president,
and fianlly, to the board of trustees.
Implementation of the budget was the responsibility of the chairman.

There were no internal control measures related to budget irnplenen-

tation.

Controls were imposed by outside funding agencies in ensuring

that funds eannarked for nursing were spent accordingly.
There was noticea:hle lack of technological approaches in the
budgetary process.

Strategies consisted of maintaining open lines of

conmunication arrong the faculty and administration.
There appeared to be a derrocratic environment which allowed
faculty participation in the budgetary process and which provided
financial support to the nursing program.
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Surrmaxy of Case Study Presentation
Data related to tasks, actors, structure, strategies, technology and environment associated with the preparation, presentation, author-

ization, irrplerrY2Iltation and evaluation of the 1976 fiscal year budgets
of ten Illinois baccalaureate nursing schools selected on the basis
of pre-established criteria was presented.
These data were obtained through site visits of the sample schools
conducted for the pm::p::>se of interviewing the sample nursing school administrators, and studying documents relevant to budgeting, e.g., organizational charts, job descriptions, minutes of rreetings, accrediation re-

ports, budget docum:mt and the school catalog.
The field study findings are surrmarized and presented in
Tables 2-10, pp. 234-252, irrrrediately follCMing this section.
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TABLE 2.--Ba.ckground Data Related to the Parent Institution
of the Ten Baccalaureate Nursing Schools Participating in the Study

Number of Institutions
Exhibiting Characteristic

Descriptive Characteristic
1.

2.

Control
State
Private

....

2
8

....

Religious Affiliation
Non-sectarian •
catholic
Evangelical
Nazarene

.. .
.......

. .. .

3.

....

5.

6.

4

2
1

Degrees Granted by the Institution
Ibctoral Degrees
Masters Degrees
Baccalaureate Degrees

3
8
2

Charter of the Institution
Senior Universities
. Liberal Arts Colleges

........

4

Age ofinstitl.ition
OVer 5 Years
Over 40 Years
Over 60 Years
Over 70 Years
OVer 80 Years
OVer 100 Years

....
.. ....
.
. . ..
......•
..... ....

1
1
1
2
1
3

..

4.

3

.

..

.

IDeation of the Institution
North Metropolitan Chicago
South Metropolitah Chicago
Suburb.South of Chicago
Suburb West of Chicago
•
Southern Illinois
•
Downstate Illinois

..

..
. ..
.
.

~

...

6

4
1
1
2
1
1

'
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TABLE 3. --Background Data Related to the Ten Baccalaureate
Nursing Schools Participating in the Study, as
of 1975

Number of Schools
Exhibiting Characteristic

Descriptive Characteristic
1.

Age of the Parent Institution
at the Time Nursing Program
was Established
0-1 Year ••
40-45 Years • •
45-50 Years •
60-65 Years
65-70 Years
70-75 Years ••
75-80 Years .
80-85 Years • •
95-100 Years

..

2.

Age of the Nursing Program
1-5 Years
5-10 Years
15-20 Years •
20-25 Years •
25-30 Years •
40-45 Years • • • • • .
55-60 Years

...

. .. . .
..
....
..

1
1
1
1
2
1
1
1
1
2

3
1
1
1
1
1

10

3.

State-Approved

4.

Has Graduate Nursing Programs •

5

5.

Has NI.N· Fully Accredited Graduate
Nursing Programs • • • • • • • •

4

Has NI.N Provisionally Accredited
Graduate Nursing Program

1

6.
7.
8.
9.

Has Undergraduate Nursing
Programs . . • . . . • . . . . . • .

10

Has NI.N Accredited Undergraduate
· Nursing Programs • • • • • • • •

6

Has Continuing Education Programs
in Nursing • • • • • • • • • • •

5
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TABLE 3. -- Continued
I

Descriptive Characteristic

10.

Student Enroll.Irent

100-150
200-300
.300-400
400-500
550-850
·11.

Sources of
Student
Federal
Special
Private

•
• •
• • • • •
••

Number of Schools
Exhibiting Characteristic

..

Incorre
Fees • . • • • • • •
capitation . • •
Project Grants
Philanthropy • • •

2
2
2
2
2

10
10
4
5
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TABLE 4. --Background Data Related to the Ten Nursing
Administrators who Served as Respondents
in this Study, as of 1975

Descriptive Characteristic
1.

Sex
Ferrale

2.

3.

Nurrber of Respondents
Exhibiting Characteristic

........

Educational Background
Registered Nurses • • • • • •
With Earned Doctoral Degrees.
Doctoral Candidates • • • • •
With Earned Masters Degrees •
Job
as Nursing Administrator in
the School
1 Year • • • •

• • •

14 Years •

5.

6.

10
5
3
2

Length of Service on the

2 Years •
4.

10

4

5
1

Previous Experience in Budgeting
Some Experience • • • • • • · •
No Experience • • • • • • • •

4
6

Had Orientation and/or In-Service
Training on the Budgetary
Process of the Institution •

0

Had Attended Workshops on
Budgeting in Nursing Schools

4

r
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TABLE 5. --Data Related to Tasks Involved .in the
Preparation, Presentation, Authorization, Implementation and Evaluation
of the 1976 Fiscal Year Budget

Descriptive Data Element
About the School
L

2.

Number of Schools
Exhibiting Descriptive
Data Element

Data Related to the Task of
Establishing Budget Planning
Assumptions • . . . • • . • •
a. With formalized
institutional planning •
b. With formalized planning
within nursing • • • • .
c. With written institutional
staternent of philosophy,
goals and objectives • . • .
d. With written philosophy, goals
and objectives for the nursing
program reflective of the
institution's mission
e. With nursing educational
outcoi'res expressed in
behavioral terms • • • •
f. With budget manuals • • • •
g. With one year budgeting
horizon • • • • • • • •
h. With multi~year budgeting
horizon • • . • • • • • • •
i. With traditional-incremental
line item budgeting rrodel. .
j . With zero~base program
budgeting rrodel
k. With electronic data
processing services • . • .
1. With a depart:rrent of
institutional research .
m. With nursing faculty organized
for collective bargaining .
Data Related to the Task of
Projecting Potential Incc:>ne
Based on All Fund Sources •
a. Sources of IncCli:'Da
Student Fees
,Federal Capitation
State Capitation •
Endowrrent Funds • •
Private Philanthropy

2
3
2
10

10
10
2
10
0
9
1
9
1·
1

2

...

10
10
9
2

5

r
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TABLE.5.--continued

Descriptive Data Element
About the School
b.

3.

Number of Schools
Exhibiting Descriptive
Data Element

Practice of Relating
Nursing Incorre to
Fund Sources . • • •

Data Related to Task of Calculating
Resource Requirements Based on
Program Goals and Objectives and
Comparing Resource Requirements
with Available 'Resources . • • •
a. Calculates resource
requirements with
program goals and
objectives
• • • •
b. Administrators receive
budget rrerros from their
immediate superior at
ieast six rronths before
start of the new fiscal
year • • • • . •. • • • • .

c.
d.
e.

f.

4.

Administrators received
line-item budget
\'.'Orksheets • • • • • . • .
Administrator received a
program budget worksheet •
Administrators received
assistance from nursing
faculty in preparing
the budget • • . • • • . •
Administrators received
assistance from administrative staff whose major
responsibility was related.
to the budget • • • •

Data Related to Establishing
Priorities and Alternatives •
a. Priority areas of concern
Curriculm revision and
implementation • • • •
Earning or preparing
for accreditation • • •
· Expanding into continuing
education offerings • •

2

1

1

10

9
1 .

8

1
10
10
5
2

r
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TABLE 5. --continued

Descriptive Data Element
About the School
b.
5.

Number of Schools
Exhibiting Descriptive
Data Element

Suggested alternative$
in the budget plan

Data Related to Checking
Requested Anounts Against
Established Guidelines or
Fonnula • • • • • . • • • •

a.
b.
c.
6.

7.

8.

9.

1

Established bud«geting
fonnula • . • . • •
Externally imposed
statutory guidelines
Accrediting guidelines •

Data Related to Task of Preparing
Doeur'centation to Support the
Budget Plan . • • • • • • • •
a. Administrators sul:mitted
documentation with budget
request • • • • • • • •
Data Related to Task of Consulting
Financial Experts as Appropriate.
a. Administrators rret with
financial officers during
the budget cycle
Data Related to Utilizing Electronic
Data Processing Services to
Facilitate Analysis • • • • •
a. Utilized electronic data
processing for problem
designing and problem
solving . . . . . . . .
b. Utilized oomputer for
budget processing • . •
Data Related to the Provision of
Review of the Budget by
Appropriate Groups • • • • .
a. Budget review groups
within nursing • • • •

2

2
10
10

10
6
4
4

2

2
9

8

8
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TABLE 5. --continued

Descriptive Data Element
About the School
b.
c.
d.

Number of Schools
Exhibiting Descriptive
Data Element

Institutional budget
review committees with
faculty representation •
Budget review groups
with student repre- . ·
sentation • • • • . .• •
Budget review groups in
boards external to the
institution . • . • . •

7
0
2

10.

Data Related to the Sul:mission of
the Budget on T.irre and Meeting with
Appropriate Individuals to Discuss
the Budget Request with Consideration
of Possible A1 ternatives to Pro:tX>sed
~letions or Reductions • • • •
9
a. Administrators submitted
completed budget request
within one month after
receipt of budget merro •
10
b. Administrators who met
with academic or financial
officers related to the
budget • . . • • • • • •
9
c. Deletions or reductions
in the nursing budget
plan . . . . . . . . • .
0

11.

Data Related to the Task of
Obtainmg Official Approval of
the. Budget with Adequate Lead
T.irre for Implementation . • •
a. Authority for official
approval of the budget
were vested in the
board of trustees
b. Authority for official
approval of the budget
were vested in the
office of the
governor • • • • •

10

8

2
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TABIE 5. --continued

Descriptive Data Element
About the School

Number of Schools
Exhibiting Descriptive
Data Element

12.

Data Related to the Task of
Administering the Budget Plan
Based on Control Measures
and with Flexibility in
Implementation • • • • • • • • .
10.
. a. Control :rreasure built-in
the organizational
10
structure . • . · • • .
b. Written cost-benefit
0
:rre~sures
• . . • • •
c. Written cost-effective
:rreasures • • • • • . • •
0
d. Written perfonnance
measures . • . • .
0
e. Fonnal procedure for
transfer of funds • •
10
f. Provision to carry ov~
surplus funds to the following
fiscal year • • • • • • •
1
g. Budget cuts during the
implementation of the 1976
budget • • . • • • . • •
2

13.

Data Related to the Task of Fonnally
.Canparing Program Costs with Units
of Outputs Reflective of Program
Goals and Objectives and Utilizing
Results of Evaluation as Feedback
for the Next Budget Cycle
a. Program outputs are known
arrl rronitored . • • • • •
b. Program costs were canpared
with program outputs
c. Institutional appraisal of
the levels of spending at
some p:>int during the fiscal
year

d.

• • • • • • • • • •

Nursing funds fran outside
agencies were audited ·by
independent auditors

10
10
0

3
10

r
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TABLE 5. --continued

Descriptive Data Element
About the School

Number of Schools
Exhibiting Descriptive
Data Element

e.

Previous budgets were .
primary documents for ·
projecting costs for
upoorn.ing fiscal
year . . • . • •

10

f.

Formal budget
evaluation procedure
internal to the
institution . • • •

0
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TABLE 6.--Data Related to Actors in the Preparation,
Presentation, Authorization, Implementation
and Evaluation of the 1976 Fiscal Year Budget
of the Ten Baccalaureate Nursing Schools

I

Budget Process
I.

Preparation

Actors Involved
l.

2.
3.
4.

5.
6.
7.
II.

Presentation

l.

2.
3.
4.
5.
6.
7.
8.
9.

10.
11.

12.
III.

Authorization

1.
2.
3.
4.

IV.

Evaluation

1.
2.

3.

Number of Schools
Where Actor Cited
Was Involved

President . • • • • • •
Chief Academic Officer/
Equivalent • • . • • •
Chief Financial Officer/
Equivalent
Chief Nursing
Administrator • • • • •
Nursing Faculty •
Students
Citizens
President • •
• •
Chief Institutional
Academic Officer
Chief Institutional
Financial Officer •
Chief Nursing
Administrator • •
Faculty Review Groups
Administrative Review
Groups . • • • • • .
Student Review Groups
Citizen Review Group
State Board of
Education • • • • .
General Assembly
Governor • • • •
Board of .Trustees •

.

10
10
10
10
9
0
0

10
10
10
10

•

6

.
•

10

..

0
2

2
2
2

10

Board of Trustees •
Board of Higher
Education • • • •
General Assembly •
Governor • • • • • • • .

10

Independent Auditors
Chief Nursing
Administrator
Chief Financial
Officer

10

....

2
2
2

10
10
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TABLE 7.-- Data Related to Structure in the Preparation,
Presentation, Authorization, Implerrentation,
Evaluation of the 1976 Fiscal Budget of Ten
Baccalaureate Nursing Schools

Descriptive Data Element
About Nursing Program
1.

2.

Number of.Schools
Exhibiting Data Element

Organizational Placement of
Nursing Programs in the Structure
of the Institution
a. Organized as separate
professional school
or college • . • • • •
b. Organized as depa:ct:rrents
within divisions in a
college • • . • . • • •
c. Organized as departrrents
within a college • • • •
d. Organized as a division
within a college • • . •

4
2
3
1

Placerrent of the Nursing Administrator
in the Institution's Scalar Chain of
Comrand

a.

Reported directly to a
superior second in institutional

b.

Reported directly to a
superior third in institutional

c.

Reported directly to superior
in the fourth level of
institutional oamrnand

~
~

3.

• •

• •

•

•u•

• o~•

•

• • • • • • • • • •

Relationship of Schools with State
Agencies
a. State approval through the
De~t of Registration
and Education required for
program establishrrent and
continued operation
b. Approval by IBHE required for
state funding • • • • • •

5
2'

3

( 10
10
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TABlE 8. --Data Related to Strategies Used in
the Preparation, Presentation, Authorization and Evaluation of the
1976 Budgets of Ten Selected Baccalaureate Nursing Schools

Number of Schools
Exhibiting Element

Descriptive Element
1.

Strategies Used in Budget
Preparation
a. Conventional
scheduling tables
b. Timetables • . • •
c. Manning tables • • . .
d. Asking the right
questions
• . • •
e. ·Past experience and
knowledge • . • • •
f. General knowledge
of the field • • • . •
g. Hunches, judgrrent,
intuition • . • .
h. legitimate power
base • • .. . • • .
L Compliance with statutory ·
requirements • • • • •
j • Use of NIN faculty salary
survey

k.

1.

. • . • • • • .

Use of institution's
faculty salary schedule o
Use of budget history of
institution and
departnent
Use of faculty 'INOrkload
based on student
enrollrrent o • • • • •
Consulting with financial
officers of the institution • o o o • o • •
Use of enrollment
forecasting . • •
Use of analytical study
on student flow • •
Padding the budget
request • • . • • o o •
Traditional-incremental
line-item budgeting
Zero-base program
budgeting • • • • •
o

m.
n.
Oo

•

o

•

o

p.
q.

r.
s.

•

•

10
10 ·
10
10
10
10
10
10
10
7

10
10
10

4
10
2
1
9

1
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TABLE 8. --continued

Descriptive Element
2.

3.

Nmnber of Schools
Exhibiting Element

Strategies Used in the
Presentation of the Budget
a. Submission of
docurrentation with
budget request • •
b. Meeting with
academic administrators
after submission of
the request . . • • •
c. Meeting with financial
officers after
submission of budget
request • • • • •
d. Open lines of
communication with
the faculty
e. Recognition of the
needs of the total
institution
f. Awareness of the state
priority attached to
nursing education
g. Appearance in a state
public hearing on
fl.IDding for nursing
education
Strategies Used in the
Authorization and Implementation
of the Budget
a. Use of legit.irnate
power inherent in
administrative role
b. Compliance with statutory
and accrediting
guidelines
c. Use of balance of
funds statement
d. Maintaining open lines
of communication with
top administration • •
e. Maintaining open lines of
communication with
faculty • • . • • • •

8

9

3

10
3
2

2

10
I

10
10
10
10
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TABLE 8. --continued

Descriptive Element
4.

Number of Schools
Exhibiting Element

Strategies Used in the
Evaluation of the Budget
a. M:mthly rronitoring
of balance of
funds statement • •
b. Auditing by independent
auditors in compliance
with legal
requirement
c. Use of the budget
as feedback for the
next budget cycle •
d. Evaluation based on
instructional outputs •
e. Evaluation based on
academic environment
attributes • . • •
f. Evaluation based on
social environment
attributes • • • • • •
g. Evaluation based on
research outputs
h. Evaluation based on public
service outputs • • • •

10

10
10
0
0
0
0
0
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TABLE 9. -.;..Data Related to Teclmology in the
Preparation, Presentation, Authorization, Implementation and Evaluation of the 1976 Budgets of T~
Selected Baccalaureate Nursing
Schools

Descriptive Element
1.

2.

Number of Schools
Exhibiting Element

Use of Computer in Budget
Preparation, Presentation,
Authorization, Implementation,
Evaluation
a. Use of computer
for teaching • •
b. Use of computer for
problem solving
c. Use of computer for
production processing of
budget statements

9

Use of Electronic Data
Processing for Analysis of
Student Enrollrrent • • • .

3

0
0
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TABLE 10.--Data Related to the Environment
in the Preparation, Presentation,
Authorization and Implementation
of the Budgets of Ten Selected
Baccalaureate Nursing Schools

Number of Schools
Affected by Element

· Descriptive Element
1.

Environmental Factors
External to the
Institution
a. Inflation . • . •
b. Unenployrrent
c. Dip in the stock
market • . • • .
d. Energy crisis . •
e. Increased involvement
of federal and state
government in master
planning and coordination of education • •
f. Statutory requirements
imposed by the State.
g. Requirements imposed
by accrediting
agencies • • • • • •
h. Requirements imposed
by funding
agencies • • • . • •
i. Decrease in traditional
18-21 year old college
student
• • • • • •
j. Societal emphasis on
lifelong learning for
all ages • . . • • •
k. Egalitarian social
philosophy • • • • •
1. Increasing needs of
citizens to cope with
change
• •
m. Consurrerism

rroverrent
n.

p.

10
10

10
10
10
10
10
10
10
10
10

W<:tren' s rights

rrovenent
o.

10
10

• • •

Public disenchantzrent
with higher
education • • • • • •
.Increased demands for
higher education to
render ccmnunity
service

.. ....

10
...

10

10
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10.--Cbntinued

Descriptive Element
q.

r.

s.
t.
u.
v.

w.
x.

2.

Number of Schools
Affected by Elerrent

Increased recognition of role of
private
education • • . • • •
Financial aid to
private education from
state and federal
governrrent
• • Increased public demand
for health services as
a right • • • • • . •
Priority accorded to.
education of health
care professionals
Shortage of nursing
man:r:ower in Illinois.
Increased involverrent
of the nursing
profession in political
action • • . . • . •
Push to rrove nursing
education to mainstream
of higher education .
Increased acceptance
of the expanded role
of the nurse by other
health ~rkers

10

10
10
10
10

10
10

10

Environrrental Factors Internal
to the Institution
a. Faculty activism evidenced
by collective
bargaining • • • • •
1
b. Non-traditional approaches
to teaching-learning.
10
. c. Shared governance of
·the campus with
faculty • • . • • • •
· 10
d. Acceptance of public
service as integral ·
in the institution's
mission . . • • • • •
10
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TABLE

10.--continued

Descriptive Element

Number of Schools
Affected by Elemen~

e.

Institutionalization
of planning systems
as of 1976 • • • •
f. Institutionalization
of analysis of goals
and objectives • •
g. Presence of written
formalized budgetary
procedures • • • •
h. Presence of internal
budget control
measures aside from
control inherent in·
the organizational
structure • • • •
i. Action plans to relate
the budgeting process
with the planning
process as of 1975 •
j • Lack of adrninistrative
and faculty developrrent
on the budgetary
process • • • • •

9
10
2

0

3

10

r
~·
,.
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CHAPI'ER IV

ANALYSIS OF DATA
The pur:pose of this study was to identify, analyze, and
compare the tasks, actors, structure, teclmology, enviroi1Ilent, and ·
strategies· associated with the preparation, presentation:, authorization,
irnplenentation, and evaluation of budgets a5 described in conternpora:ry
literature an:1 as practiced in ten Illinois baccalaureate nursing
schools in relation to their 1976 fiscal year nursing program budgets.
To

generate data from the literature, a comprehensive review

of publications on budgeting from the fields of business, management,
public administration, economics, organization theo:ry, and higher
education within the years 1964-1976 was undertaken.

The 1964-1976

tirre frane was selected because the golden decade in higher education
which ended' in the midsixties sparked increased attention to budgeting
processes ·and strategies in the literature.

Since the locus of compar-

ison was the 1976 fiscal year bt.rlget, limiting the review of the
literature to 1976 provided a uniform baseline in comparing the
literature with actual practice.
To generate data on actual bt.rlgeting processes and strategies,

a field study of ten selected baccalaureate nursing schools.in Illinois
was conducted.

The field study involved site visits to the sanple

·schools for the pur:pose of interviewing the nw::-sing school administtator~ and

studying documents related to the budgeta:ry process.

The organizational elements of environment, taskS, actors,
structure, teclmology, and strategies are the focal :points for the
253
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comparison of the commonalities, similarities, and differences between
the literature and actual budgeting practice in the schools participating" in the study.

A

SUitiPa.ry

of the review of literature findings are

shown in Table l, pp. 95-112. A sumrrary of the field study findings are
shCMn in Tables 2-10, pp. 234-252. The comparative analysis based on
findings from the review of the literature and the field study follows.
Environment and tl1e Budgetary Processes
Because of the ubiquitous nature of the envirorurent, its
impact on the processes of budget .preparation, presentation, authorization, irnplerrentation, and evaluation, is predictably pervasive and
all-encomp:issing.

For this reason, attention will first be focused

on the enviro:nrrEnt before looking at the organizational elerrents of
actors, tasks, structure arld strategies associated with budgeting.
As cited in the review of the literature, there were nurrerous

technological, social, political, and eeonomic forces internal and
external to institutions of higher education which influence bUdgeting.
Field study findings suggested that the most dominant environmental
force i.rr'pacting on budgeting was economics followed by social, political, and technological forces.
The end of the golden decade in higher education in the mid~
sixties appears to have ushered in a golden decade for nursing
education.

In contrast to the "dollar squeeze" experienced by higher

education in general, starting in the mid-sixties and continuing to
the predictable future, was a "dollar release" for nursing education
from federal, state, and private sources.

The availability of funds
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for nursing education appears to have served as a lever for the
entry of nursing educational programs into the mainstream of higher
education, thus facilitating the operationalization of reccomendations
made by professional nursing organizations and national and state-wide
planning corrmissioris twoard this end.

This observation was validated

by the fact that half of the nursing schools participating in this
sttrly were establishe:l within the last 'ten years, despite the fact
that nine of the parent institutions investigated had been in existence
erom 40 to 100 years at the time this study was conducted.

In

turn,

the·· forces which cqntributed to the favorable funding for nursing
education can be traced from social, fX)litical, and technological
factors.
Foremost among the societal developments which directly
fostered the favorable climate for funding nursing education were:
1.

The emergent philosophy that health care should be viewed

not as a privelege but as a right fosters the expectation that every
member of society is entitled to accessible, continuous, safe, and

canprehensive health care.

This translated into a greater dermnd

for nursing services, since nurses comprise over half of the nation 1 s
health force.
2.

The push for equal rights 1 as exemplified by the civil

rights rroverrent 1 women 1 s rights rroverrents, consurrer 1 s rights and
affirrrative action plans sparked activism among nursing faculty, · who
. are predominantly women.

This activism was exemplified in political

activities within and outside the educational institutions. ·For
exanple, two of the ten nursing schools were organized for collective
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bargaining by the 1976-77 academic year.

Outside institutions of

hi<jher education, nurses are flexing their pOlitical muscle through
their national and local lobbying efforts for continued funding for
nursing education, participation in elections as pressure and interest
groups, or, as active candidates for elective office.
3.

The push for equal rights in all fronts served as impetus

for legislation creating health facilities, establishing varying modes
. of health care delivery systems, and equal opportunity programs, all
of which create an environment favorable toward· the financing of
nursing education.
4.

Another socio-political developrent which contributed to

the favorable envirorumnt for financing nursing education was the
recognition and acceptance of private schools as a rrajor and significant
force in our society and a corresponding public support for the private
education sector in terms of fi,nancial aid.

This encolmiged some

private schools to establish nursing programs.

Next to student fees,

state and national subsidies rank as a rrajor source of revenue for
nursing programs in private institutions.
5.

The emphasis on life-long learning and legislative move-

ments toward mandated continuing education for health professionals
also exerted some significant implications on the revenue base of
institutions of higher learning in general, and in nursing schools in
particular.

With the decline in the traditional 18-21 year old college

student, the push for continuing education opens a heretofore tmtapped
rrarket -

the older stu:lent. · This expanded student pool is especially

noticeable in nursing, because registered nurses who obtained their
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training from non-baccalaureate programs seek

a~ssion

into colleges

and universities to co:rrplete a bachelor of science degree in nursing.
Additionally, nurses in clinical practice pursue continuing education
courses to up:late their know'ledge and skill base.

The increased en-

rollment from this additional market translates to an expanded revenue
base for colleges and universities.
other forces external to schools which exert profound impact
on the bu:lgetary processes are the regulating 1 coordinating 1 and
accrediting agencies:

1.

As cited in the literature, the Illinois Departrrent of

Registration and Education, which enforce the rules and regulations
of the Illinois Nurse Practice Act.

Statutory requirements for the
~

initial and continuing approval of nursing schools cover areas directly
related to bu:lget planning such as:

the number and quality of

·faculty; mix of faculty based on clinical specialization, role of the
faculty in the preparation of bu:lgets, quantity and quality of educational facilities and adequacy of financial support from the parent
institution.
2.

The Illinois Board of Higher Education (IBHE) which, as

cited in the literature, is legally authorized to review educational
programs and nake recanrrendations related to programs in general and
budget allocation in particular.
3.

The Illinois I:rrplementation Commission on Nursing (IIOON)

which served as the state-wide planning agency for nursing education
in Illinois.

Arrong IICOO's recorrm:mdations were:

the phasing out of

hospital diplana nursing programs, the noverrent of all professional
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nursing programs to institutions of higher education, funding priority
for baccalaureate and higher degree programs in nursing, a doubling of
the number of graduates in the baccalaureate nursing schools by 1980 to
rreet the nursing manpower needs in Illinois, and interinstitutional cooperation between hospitals and nursing schools in effective use of
clinical agencies for instruction of nursing students.
4.

The regional accrediting agency, North Central Association

for Post-Secondary Schools, and the national professional accrediting
agency for nursing, the National league for Nursing (NLN), have explicit
guidelines regarding the resources essential for a quality educational
program in nursing.
5.

Professional organizations (e.g.,ANA, _NIN, MCN) also

exert influence in the bu:lgetary process in the sense that they set
the professional standards for practice, they serve as a network for
6ommunication among nurses, and
collective bargaining.

they~can

legally serve as agents for

This was exemplified in one of the schools

participa.ting in the stidy, where the nursing faculty were represented
by the professional state nurses association for collective bargaining~
5.

Consortia (e.e., HERCNI, SHARE) among nursing schools on

a local and regional basis have potential impact on the bu:lgetary
process through interinstitutional arrangements that could lead to
cost savings.
From a technological standpoint( the technological explosion
in the eomputer assisted instruction and managerrent, phenomenal

scientific advances, enphasis on research, demarrl for specialization,
and competent care have implications for the nature and quality of
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health care professionals such as nurses.

Coupled with the inc-

reasing consurrer and patient's rights, these advances translate to a
societal expectation of a knavledgeable, accountable, safe, and
hl..lm3.Ili.stic health care provider,
in the educational

preparati~n

This in part explains the transition

of nurses from that of an apprentice,

techri.ically-oriented training in hospitals, to a liberal-arts, and·
general-education-based professional education in colleges and
universities.
'Ihe computer has also influenaed management and teaching nodes
and strategies.

Its use has spurred changes in governance patterns

and encouraged innovative teaching-learning approaches, both of which
have implications to the bu::lgetary process, since the budget is based
on the educational plan, and since the implerrentation and evaluation
of the budget reflects the governance structure of the institution.
Individually and collectively, the foregoing economic, social,
PJlitical and technological factors influence the budgetary process
in various ways.

In the process of btrlget preparation, these environ-

nental forces serve as parameters for budget planning.

They are

indicative of the sources of revenue for nursing and the climate for
the financing of nursing education.
In the process of budget presentation, an awareness of these
environrrental factors are of great assistance to the administrator in
identifying and implementing effective strategies for documenting and
defending budget requests.

As confirrred in the field sttrly, the

administrators cited such factors as increasing student enrollment,
continuing substantial external funding for nursing and the necessity
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to meet statutory anq accrediting requirements as rationale for their
buCI.get requests.
'Ihe :r;;ositive impact of these environmental forces \vas also
evident in the process of budget authorization.

In all of the schools,

no changes were made in the requests made by the nursing administrators
at the level of the Board of Trustees.
In the implementation of the budget for 1976-77, it was evident
from the field study findings that statutory and accrediting requirements
served as control measures in implementing the budget.
In the evaluation of the budget, the schools shared in cormon

the fact that the only fo:rmal, deliberate evaluation of the budget was
the externally imposed independent audits of funds allocated by funding
agencies.
Thus far, the foregoing analysis of environmental forces impinging on the budgetary process focused on the environment
educational institution.

extern~l

to the

The internal environmental forces were

equally important and pervasive and are presented.
The internal environment of the institution derives from many
sources:

the nature, philosophy, goals and objectives of the insti-

tution; size, structure for management and academic governance, leader\

ship and management styles;

.

geographical location, number and quality

of educational program offerings; financial base of the institution;
degree of diversity of its constituents, communication networks,
norale, and the over-all organizational climate, anong others.

Data

pertinent to sare of these variables gathered during the field study
are presented in Tables 2-10, pp. 234-252.
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Eight of the ten schools investigated were private schools.
The public or private nature of the institution imply differing value
orientations, as was evident in the diversity of the nature of the ·
statement of philosophy, goals and objectives of the ten parent institut;.ions.

In

turn, the statement of philosophy, goals and objectives

serve to attract or discourage sources of revenue for the educational
programs -

students, philanthropists, and other funding agencies.

They also serve as the nucleus for the educational plan.
Diversity in the private schools derive from their church affiliation which in turn influences the Pattern of control and governance
of the institution, e.g., the ration of lay to religious nembers in the
Board of· TroStees, which affects bu:lgeting in the sense that boards of
trustees are vested with the ultimate authority to rrake resource allocation decisions.
The nurrber, quality, scope and thrust of program offerings
also indirectly influence the budgetary process.

Three of the schools

inVestigated were doctoral-degree granting, seven were rrasters-andbaccalaureate degree granting and two were strictly baccalaureatedegree granting institutions.

It was evident that the doctoral degree

granting institutions with their research cap:lbilities were able to
att:r:act special projects nore easily than the non-doctoral degree
granting institutions.

For example, all of the three sample doctoral-

degree granii:.ing institutions were awarded special project grants.
Only one of the seven sample schools were not doctoral-degree granting
institutions had a special project grant award although five of the
administrators from these schools indicated that they have applied
for special request project grants.

r
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Politically, the human-service thrust of nursing programs weigh
heavily in the nursing schools' favor, because it resr-onds to societal
demands for universities to expand their mission from the traditional
stance of instruction and research, to cornrmmity service.
It ·is noteworthy that ·the preponderance of waren in nursing
indicate that a rrarket for nursing schools.

rren, remains to be tapped as a client pool

Recruitrrent drives are currently designed to

attract minority and rren into nursing.

Men are increasing in m.nnbers

in nursing schools and serve as a new source of revenue in terms of
student tuition fees.
The age, size, geographical location, and typology of the
institutions have implications on the structure, technology, reputation,

and complexity of the institution with corresponding implications for
the institution's ability to attract funds in terms· of student enrollrnentand grants from outside funding agencies.
In sumrary, environmental forces intermal and external to the

instituiton are ecoric:mic, social, political, and technological in
nature and influence the budgetary processes primarily in the areas
related to the financial and educational plan of the institution upon
which the blrlget plan is based.
Tasks in the Budgetari Process
Table 2, p .•. 234

outlines the tasks involved in the pre-

paration, presentation, authorization, implerrentation and evaluation
of budgets as described in the literature and ·as practiced in ten
Illinois baccalaureate nursing schools in relation to their nursing
program blrlgets for fiscal year 1976.
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·An

examination of the colurm on the number of schools that

carried out each main task in the four phases of the bu:lgetary process reveals that in almost all of the school, emphasis was given to
bu:lget presentation, authorization, and implerrentation, cursory attention to budget preparation, and no attention at all to the process
of bu::iget evaluation.
However, .the reader is cautioned not to take the figures at
face value and conclude that certain tasks related to budgeting were
not carried out at all.

A close review of the case study presentations

on the schools participating in this study indicates that all of the·
tasks essential to each budgetary process were carried out .,in varying
degrees and m::xles by each of'·the shcools, but, not necessarily in the
rrrumer suggested by the literature.

Thus, the zero marks in sorre of

the tasks described in Table 2, p •. 234
·ea~h

Follaving is an analysis of

task under each budgetary process as described in the literature

and as practiced in the schools.

The anlysis helps clarify the rreaning

of the preceding statements •.
Tasks in the Budget Presentation
1.

Establish budget planning assumptions
Only two of the schools had formalized budget

tions.

p~anning

assump-

In one of the schools, the dean received a written rnerro fran

the academic vice-president with the directive that

"the 1976 budget

shall be prepared on the basis of a four percent reduction of the
· 1975 budget."
~ses

In one of the private schools, there were written pre-

regarding the projected cash inflow and outflow for fiscal year 1976.

r
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However, as cited in the literature, planning premises have
varying ·sources, and that they may be implied or procedural.

In this

context, all of the schools had implied planning premises in the fonn
of documents such as the fonnal statement of philosophy, goals, and
objectives.

Procedural premises could be derived from faculty hand-

books, personnel policy manuals, organizational charts, job .descriptions, contracts, and budget documents from previous years.
The literatUre advocated that these planning premises be
directly linked to the bud.geting process by integrating budgeting in ·
the planning process of the institution.

Since only three of the

institutions had formalized planning at the institutional level, and
only two had formalized planning at the departmental level, one can
understand haw only two of the schools had formalized budget planning
ass1)1Tlptions.
The financial crunch which Confronts higher education makes
it imperative that budgeting be integrated in the planning process,
1
since the survival of the educational institution is at stake.
Without planning, budgeting could be an expensive exercise in non-change.
Neff advocates that institutional planning must gradually become
part of the social and political make-up of the university.

2

.

The potential problems from lack of systerratic planning, and
the pay-offs of integrating budgeting in the planning process are
1
George W. Bonham, "Preface" in Colleges and M:mey: A
Faculty Guide to Academic Economics, (New Rochelle, New York:
Change Magazine Press), 1976.

2
Charles B. Neff, "Planning and Governance,"
Higher Education, 2 (February, 1971) p. 119.·

Journal of

r
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reflected in the views presented by Parekh.

Parekh posits that long--

range planning:
1.
2.
3.
4.
5.
6.
7.

Provides a commonality of understanding about the mission and
goals of the institution and the strategies to irrplement them
Summarizes the profile for the institution in quantitative terms
Encourages better allocation of resources
Helps direct energies away from nonessential to the essential
activities
Makes evaluation possible in objective terms simultaneously
with irrplementation
Assists in generating funds by strengthening the institutional
case with granting agencies, governmental anq corporate
Helps survival and gravth of the institution.: 3
From a political viewpoint, Hurmel and Spalding espouse that

forecasting and financing that extends beyond the current fiscal year
helps to get politics out of budget decisions.

4

The trend toward computer assisted planning models.are predicated on their value in forecasting.

Two of the many models cited

in the. literature are SF.AR:::H and RAMP.

SEAR:H is the acronym for

"System for Exploring Alternative Resource Ccmnitments in Higher
Education,"

a corrputerized simulation model for colleges and

universities.
including:

IDCascio states that this model serves various purposes

denonstrating cause and effect, identifying tirre and mag-

nitlrle of future reso't:U"Ce needs, changes in policy effects on resource
needs, testing alternatives for meeting resource·needs and designing
3Erret Humnel and Willard Spalding, "How to get Politics
OUt of Btrlget Decisions," College and University Business, 53
(September, 1972) pp. 30-32.
4satish B. Parekh, Long Range Planning: An Institution
Wide APproach to Increasing Academic Vi tali ty, (New Rochelle,
New York: Change Magazine Press), 1977, p. 9.

r
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.
cont1ngency
p 1ans. 5
RAMP stands for "Resource Allocation and Management Program,"
one of a series of proposals for a statewide fiscal management under
consideration in higher education.
I

The declared purposes of RAMP

mirror the advatanges of systematic planning.

RAMP 1 s avowed purposes

are tmses which:
1.
2.
3.
4.
5.
6.

Provides a frarreY.Drk for statewide higher education long range
budgeting in the the 1970's
Provides a frarreiDrk for estimating resource r~ernents of
institutional scope and mission goals
Provides a frarrework in which an institution 1 s scope and mission
can be reviewed periodically on a statewide basis
Ties the review of annual program and btrlget plans and requests
into a single, coordinated process
·
Provides a framework for receiving comparable statewide historical data on information an higher education
Provides a data base for conducting statewide recurring st1.rlies
of a nonrecurring nature
The trend toward adoption of formal institutional planning

processes was evident in the field study finding that by the 1976-77
academic year, nine of the ten institutions had formal planning
councils reporting directly to the president, which could be the
precursor for program b1.rlgeting in these schools.
2.

Project potential income. based on all fund sources
Only one of the schools, a private school where a zero-based

btrlgeting m::x1el was used, carried out the task of projecting potential
income based on all ftmd sources, as a discrete, identifiable step in
the budget preparation process.
There are several plausible explanations for tlus finding.
Svincent R. LoCascio, "A Computerized Sinrulation Model for
Colleges and Universities," Management Controls, New York: Peat,
M3.rwick Mitchell and Co., August, 1973, pp. 195-200.
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The first reason is related to the budgeting model used by the other
nine sctools, which was the traditional-increirental approach.
in the traditional-incremental
will continue.

I:rnPlicit

approach is the assumption that a program

Thus, the prirre concern of the individual charged with

the preparation of the btrlget is the anount of increase or decrease in
the btrlget allocation based on the prior btrlgets.

Therefore, although

all of the administrators were keenly aware of the sources of their
incane, none of those who prepared a traditional-iricremental btrlget
plan felt compelled to justify their programs on the basis of the
incorre generated by the program.
The administrator operating in an increrrental mode is likely
to gather inforrration in a random, experirrental :rranner and not \'lOrry
too much about its sophistication.

He or she will rely heavily on

values, interpretation of past experiences, and intuition. 6
Sources of incorre need to be better understood by faculty.
Colleges and tmiversities rely on four major incorre sources:

student

and service charges, governrrent appropriations, philanthropy

and

donor contribution, and borrowing.

Minter and Bowen recormnended

that institutions engage in analysis of the financial base of the
institution by focusing on:
1.
2.
3.
4.
5.

Endowrrent ftmd balance per FTE
Total assets. per Fl'E
'Ibtal current revenue per student
Ratio of current assets to total liabilities
Ratio of total assets to total liabilities

6G. Ben Lawrence and Allan L. Service, eds., Quantitative
Approaches to Higher Education ·and Managerrent: Potential, Limits
and Challenge, ERIC/Higher Education Research Report No. 4, (Washington, D.C~: AAHE, 1977), p. 16.
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They suggested that the percentage in change in the above

I

figures be gleaned for

t~

or six years to determine whether the

institution is holding ground, losing ground, or gaining ground. 7
A concept borrowed from business that is currently considered
in academic circles is that of profit planning.

The establishnent of

profit requirements is perceived as part of institutional survival.
Crandall advocated the following strategies for profit planning:
1.
2.
3,
4.
5.
6.

Eliminate unprofitable programs
Identify new population
Establish time frame for corrective action
Evaluate size of programs
use expert assistance through consultation
Identify marketable productS
In light 'of the predictable COillf€tition for dwindling resources,

nursing school administrators must pay closer. attention to current and
potential fund sources.

Awareness of where the revenue is corning fran

will assist them in mapping out strategies to ensure that sufficient
levels of funding necessary to support quality educational prograrrs
are maintained.
4.

Establish priorities and alternatives based on program goals and

objectives
All of the nursing schools did this in a process which invol ved administrators, faculty, and stud.ents.

This was consistent

with the fact that all of the schools had formal statements of philosophy, goals and objectives, and .educational plans that were expressed

7John V. Minter and Howard R. I3cMen, Private Higher Education:
Third Annual Report, (Washington, D.C.: AAHE, 1977), p. 64.
8Richard Crandall, "Key Steps in Profit Planning,"
ment Controls, (January, 1972), pp. 7-12.

Manage-

269

I

in behavioral tenns.

The impetus for undertaking this task could be

attributed to the guidelines imposed by regional and professional
accrediting agencies in this regard.
5.

Check requested amounts against established guidelines or formula
Only two of the nursing administrators undertook this task.

These were the administrators who were given definitive parameters as
to what their bottom line budget figure 'WOuld be.

The other adminis-

trators were simply given 'WOrksheets without any formulas or guidelines, and had to rely on their professional jtrlgement as to what
'WOuld rreet the guideline imposed by statutory and accrediting agencies.
This is probably attributable to the fact that a standard cost
system is not available for higher education in general and for nursing
education in particular.
source acquisition:,

The use of standard cost sy,stems for re-

resource allocation, resource nanagerrent and

control was highly recomrended by lawrence and Service.

The use of a

standard cost system (what nanagerrent thinks average costs should be)
allows the administrator to cornpa.re actual costs with standard costs.
When standard costs are compared to actual oosts, a cost variance
errerges.

The cost variance is positive or favorable if the budgeted

costs exceed the actual oosts.

If.the budgeted costs

are dess, than the

actual· oosts,: a negative or unfavorable cost variance results.

Aware-

ness of cost histories and variances will help the administrator to
determine whether costs are reasonable or if corrective action is to be
taken.

A cost standard 'WOuld help isolate reasons for cost increases

and thus enhance management control.

It would also facilitate account-

r

270

ability -

the principle under which funding sources are appraised as

to whether resources are spent for the purchase of goods and services
for which they are intended, and secondarily, whether proper walue was
received for these expenditures. 9
6.

:Prepare docurrentation to support the budget plan
Six of the administrators prepared written documentation to

support their budget requests.

In these institutions, this1

appeared to be the standard operating practice.

task

In the four institu-

tions where this task was not carried out, it appeared that this was
not done because it was not customary to do so in thsoe institutions.
The fact that almost half of the sample nursing administrators did not
prepare documentation to support their budget request reinforces the
observation that the incorre produced by the nursing program and the
'

costs involved in operating the nurning programs , do no appear to be a
major issue in the najority of the sctools at the tine this study was
conducted.

In turn, this nonchalant attitude toward the

relat~onship

between the program revenue and costs could be attributed to the presence of external funding for nursing, and to the stable and increasing
student enrollment in nursing schools.

However, shifts in funding

and enrollnEnt p:l.tterns would require justification for the naintenance
of the nursing programs in higher education institutions.
7.

Consult financial experts as appropriate
Only four of the nursing administrators consulted financial

experts in the course of prep:l.ring their budgets.

This could possibly

9r.awrence and Service, Qu:mtitative Approaches, p. · 40.

,
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be explained by the fact that the traditional-incremental approach to
budgeting does not demand much beyond filling in the budget figures for
each line i tern.

Another p::>ssible explanation stems from the fact that

the nursing program budgets in the schools participating in the study
did not involve substantial arrounts of :rroney in oomparison with the
total budget outlay of the institution.
Additionally,
mined.

f~s

for nursing programs are usually predeter-

Both internal and external funds are based on student enrollrrent.

'lhe constraints irrp:>sed by strict regulations regarding faculty-student
ratios and nlmlber of students that could be acoo:rrodated in a particular
clinical agency for clinical institution, have forced nursing schools
to define their enrollment boundaries, thus facilitating the projection
of costs.
8.

Utilize electronic data processing services to facilitate analysis
Although nine of the schools had ready access to electronic

data processing services, none of the nursing administrators' participating in this stuay took advantage of this service.

Resp::>nses given

during the interview indicated that a rrajority of them, were not aware
of the p::>tential use of electronic data processors. · Another factor
cited was the lack of tirre to devote to analytical studies.

'lhe

traditional-incremental budgeuing model with its emphasis on fiduciary·
accounting rather than the relationship between program inputs and
outputs was also a crucial factor in the lack of use of analytical,
quantitative studies.

The budgeting horizon in a traditional budget

is a single fiscal year which does not demand analytical studies
characteristic of multi-year planning.

Additionally, there was skep-

ticism as to the value of quantitative analysis for decision-making.

r
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This is explained in greater detail under strategies for budgeting.
The size of the institution and the availability of specialists for
data processing are also related to the use or lack of use of electronic data processing services.
To surmarize, the process of budget preparation was given'·the
emphasis that it should have, largely because of the traditionalincrem:mtal budgeting approach used in nine of the schools.

The plan-

ning emphasis in budget development with the traditional budget was
assuring that estinated expenditures do not exceed estinated receipts
for the fiscal period.
Tasks in Budget Presentation
Al.nost all of the schools provided for the review of the budget
by appropriate groups and submitted their budget requests on time.
Nine of the nursing administrators rret with their inmediate superior to
discuss the budget request.

This appears to be in line with Knezevich's

observations that in a traditional budget:

(1) the prirrary concern of

the budget officers is the safeguarding funds for assigned used and
stewardship and protection of fiscal resources,

(2} that the criterion

for appraisal of bu:lget decisions is haw resources plannned for various
activities are actually used.
The review process that took place in presenting the budget to
faculty and administrative groups serve the function of fiscal control
rather than strategic planning and the generation of desirable alternatives based on cost-effective analysis.
As cited in the literature, the presentation of the budget was

modified in the $Chool with collective bargaining.

The flow and actors

r
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involved in the presentation of the budget in a collective bargaining
situation required the participation of agents external to the institution passe -

bargaining unit representatives, and in the event of an imarbitrators.

In the school where collective bargaining took

place, salary recornrendations were presented by the bargaining unit,
rather than by the dean or departrrent chairman, as was custonary in
the non-unionized schools.
Tasks in Budget Authorization
In all of the schools, the official approval of the budget was
obtained with adequate lead tinE for implerrentation.

The differences

among the schools in carrying out this task stemmed from the actors and
structure involved in this process and are explained in greater detail
under the sections on actors and strategies.
Tasks in Budget Implementation
According to the literature, an organization will typically
implerrent a rranagerrent or control tx>licy closely aligned with its
planning and budgeting system.

Nine of the ten sample schools operated

with fiduciary accounting systems d1aracteristic of the traditionalincremental approach to budgeting.

Therefore, the control rreasures

utilized by the rrajority of the schools studied consisted of line..item corrparisons of actual expenditures to budgeted arrounts at various
tines during the year.

Flexibility in lrnp1~ntation was provided

through the mechanism of transfer of funds from one line item to
another as long as the bottom line figure rerra.ined the sane.
Conterrporary approaches to budgeting, e.g., program, formula,
zero-based budgeting, represent atterrpts to nove bu:igeting and educa-
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tional activities or programs into an interrelated, reinforcing relationship bci.sed a clear staterrent of goals, and a process of planning for a
span of years to reach these goals.
aided by

cost~analysis,

This planning effort is directed or

cost-effectiveness and cost-benefit studies,

all of which are in turn related to the principle of accountability:
e.g., detennination of cost per student hour or cost per degree, appraisal of funding sources as to whether resources are spent for the
purchase of gocx:ls and services for which they were intended, and, whether proper value was received for those expenditures.

In light of the demand for accountability in higher education
from the taxpaying public, public and private funding agencies, nursing
schools must consider the adoption of budgeting systems such as fonnula
or program budgeting, which require the use of accountability measures.
Only one of the schools provided for carry-over of surplus funds
which suggest that there is ve:ry little attention given to incentives for
cost-savings.

This implies that there is no motivation for adrninistra-

tors to be cost--conscious.

Kostner advocated that both the public and

members of the academic community should be educated on the value of
carrying over of surplus funds.
least a two percent

~udget-cash

He pointed to the neccesi ty of at
reserve for contingency which could be

met by surplus fun<;ls that are carried over .10
None of the schools rrade provisions for what was cited in the
literature as "opportunity" budgets in amJ)unts equivalent to three
10Harold H. Kostner, Jr. "Budgeting and Accounting: The
Garry OVer Looks Like a Surplus Unless Administrators Help the Public
Understand its Budgetary Purpose," College a:rrl University Business,
51 (June, 1975) pp. 31-34.
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percent of the total budget.

This suggests that not much attention or

concern is given to planning for innovative approaches, or, for taking
"risks" which could in the long run prove to be cost-effective.

How-

ever, in the light of the "hand-to-nouth" existence of nost insitutions
of higher education this finding was aliiDst prErlictable.
Tasks in Budget Evaluation
None of the schools appraised their budget in a manner suggested by tre literature which was to "compare program costs with
units of outputs reflective of program goals and objectives."

In

light of the fact that in all of the schools the budget documents
were expressed in line items of expenditures rather than performance
or Ireasurable objectives, this observation was predictable.
There were no indications of formal, systematic, internally
initiated efforts to evaluate the budget in a Ireaningful way beyond
nonitoring the nonthly levels of spending.

Independent audits re-

quired by funding agencies appeared to be the only formal evaluation
of how resources were actually expended.

Even the simple appraisal

of how resources planned for various objects of expenditures were
actually used did not take place at

th~

end of the fiscal year.

The

typical pattern consisterl of the retrieval of the bu:lget document from
the files only when the tine for the preparation of the budget for the
following fiscal year was around the corner.

All the sch::>ols used the

budget history of their programs as a basis for projecting plarmed
expenditures, in the fo.nn of rraking increiiEntal adjustiiEnts for changes
in salary level, workload, estirrated enrolliiEnts and student-faculty

ratios.

In this increiiEntal approach, the status qm is accepted

rana .

r
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only minor rrodif·ications to the budget are made each year.
The literature cited examples of criterion measures or indicators
of program effectiveness.

In cases where infonnation about outcorres of

programs have been obtained, the literature pointed to major difficulty
encountered in interpreting and using the info:rnation.
was attributed to a range of factors:
tional process,

(1)

Such difficulty

the complexity of the educa-

(2) the multiplicity and joint outcanes of programs,

(3) the lack of adequq.te data analysis techniques, and

(4) the scarcity

of data bases for interprogram or interinstitutional comparisons.
The carnegie Commission on Higher Edcuation recommended that
institutions sustain efforts to conduct cost-benefit
though there are difficulties in rneasuring

costs~

analyse~

even ·

The Commission indi-

cated that conparative cost studies for groups of institutions can be
of great value in identifying cost differences not entirely explained
by differences in quality.

Large institutions of higher education are

urged to maintain an office of institutional research or its

~valent,

and relatively small institutions are encouraged to enter into its
agreerrents with nearby similar institutions to conduct jointly sponsored
programs of institutional research.
to give high priority

~o

All appropriate agencies are directed

the developrrent of rrore adequate data on behavior

of costs, incorre, and output in higher education. 11
In short, rreaningful budget evaluations are irrperative for
institutional survival, diversity, and grcwth.

Nm-sing schools are

llcarnegie Commission on Higher Education, The More Effective
Use of Resources: An Irrperative for Higher Education, New York:
~~Graw Hill Book Co., 1972, pp. 90-100.
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in a position of advantage through their interinstitutional council,
e.g. Illinois Council of Nursing reans, to cooperatively conduct costanalysis studies and develop cost standard systems for nursing education.
Actors in the Budgetary Process
The actors cited in the literature and the actual participants
in the preparation, presentation, authorization, implementation, and.
evaluation of the 1976 fiscal year nursing program budgets were highly
congruent.
With the exception of the student sector, the responsibility
of budgeting was shared by constituents internal to the colleges and
universities and by individuals and groups external to the.academic
institutions.

As cited in the literature and as inferred from the

field stu:iy findings, the actors in the budgetary process in the
nursing schools investigated included the:

1.

Federal governrrent,

which extends support to programs,

student aid related cost education allowances, institutional aid,
coilects cost data through the Office of Edcuation, and finances
experimentation with new technology.
2.

•

The States and their Coordinating Councils,

who appro-

priate budgets based on broad formulas that consider quality and
quantity of output and costs among comparable institutions, set
standards for optimum size of each type of campus, provide bonus for
accelerated program and support private institutions to reasonable
extent.
3.

Trustees,

who review policies that affect cost in major

ways, review policies on budgetary flexibility, seek funds, recapture

r
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and reassign old funds, examines stment-facul ty ratios, requests data
at least' annually on operating budget and costs compared with similar
institutions on a global basis and arrong depart:nents internally on a
rrore specific basis, and assign adequate authority and staff to the
office of the president.
4.

The president,

woo provides the data the Board needs and

the review of p::>licies and procedures, cooperates in starting and using
consortia, accepts basic resp::>nsibility for

effec~ive

use of resources,

generally serves as the leader of the faculty and trustees in assuring
effective use of resources.
5.

The faculty,

who protect essential resp::>nsibility for the

quality of the academic enterprise, give careful consideration to workloads, number of courses, size of classes, tenure percentage, alterna-' -·
tive teaching strategies, and who recognize tha.t a new situation has
.arisen that requires more effective use of total resources and rrore
flexible assignment of

them, and who scrutinize educational impact

of financial actions.
6.

Financial officers,

wm establish and maintain au:liting,

accounting, and rep::>rting systerrs that :rreet standard and legal reqcire:rrents for colleges and'-universities; they also serve as consultants to
administrators, faculty, and staff on budgeting Inr.:l.tters.
7.

Taxp3.yers,

who deinr.:l.nd accountability for funds appropriated.

8.

legislators, who ratify and auth:>rize appropriation of funds.

The role of the consurrer -

students, was not covered in a .

definitive rra.nner by the literature.· The field study revealed that
students played no active role in any of the budgetacy processes.

The

insights offered by Baldridge and others regarding student participation

1

in student governance offer sorre plausible explanation underlying the
lack of student participation in blrlgeting.

They explain that:

••• Same pressures that reduced faculty influence has also reduced
student influence - ·econcmic crunch, centralization of pcJNer, .
growth of· state regulations, faculty unions, and student apathy •

......................................... ....................... .
•

Routinized participation in decision making has constraining rather
than liberating effect -- others control agenda decisions; principles of democracy and majority rule to their disadvantage, cornr
mittee work is essentially a bureaucratic process requiring more
tine and perseverance, professionalism and academic expertise
usually outweigh student appeal for academic reforms no matter how
well they are presented. In short, students found that such formal participation for which they worked so hard did not bring them
any significant influence. For all practical purp:>ses, student
pcJNer is a dead horse - at least, for the rnorrent.l2
It is interesting to p:>int out the contrast l::li=tween the literature p:>rtrayal of worren in higher Education and the field study observations in this area.
revealed that

'lblbert's study on worren in higher education

"worren are far behin::l in different aspects of academic

reqards, basically p:>werless, not heavily involved in institutional
governance."l3 From the field study observations, there were indications
that nursing faculty were sorrewhat ahead of their peers in the college
of arts and sciences faculty in their

salaries~

and that they were

actively involved in miversity-wide committees. · This could partly be
explained

by the greater demand than supply for qualified nurse

educators, the recent entry of nursing into higher education, the need
l2J. Victor Baldridge and others, Policy Making and Effective
Leadership: National Study of Academic Managerrent, (San Franisco:
Jessey Bass), 1978, p. 216.
13sharon Renee 'lblbert, "Worren Faculty in American Higher
·Education: A Study by Institutional Type," (Ph. d. dissertation,
Stanford University) 1975.
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to prove that nursing programs "fit" in institutions of higher learning,
and, as a side-effect of the worren' s rights rroverrents.
Some discernible trends in relation to actors in the budgetary
process include:

(1) the shift in power relations within institutions,

with the probable decline in faculty power due to increasing centralization in resource allocation decisions; increased centralization in
resource allocation decision,in turn,stems from the continuing economic
crunch, centralization of power fostered by centralized infonnation
systems, growth of state regulations and,faculty unions;

(2) the

increased use of specialists and "technocrats" and a concomitant
increase in their ·influence, i.e. , personnel managers, labor negotiators,

grants specialists, MIS specialists, lawyers;

( 3) legislation

regarding student participation in budgeting decisions.
The last trend is evident in a report presented by r.onovan on
a resolution adopted by the House df Representatives of the state of
Washington.

He reported that the resolution contained directives to:

(1) adopt procedures for adequate student input in budgeting and expending services and

activitien~

fees, and

(2) define those programs

and activities for which revenue generated from these fees may be
expended.l4
Donovan pointed out that in some schools such procedures are
spelled out in an official directive from the president.

Keeton also

reported that the American Association for Higher Education advocates
14carl r.onovan, "Report on Stu::lent Services and Activity
Fee Policies at Four Year Public Institutions of Washington: A
Response to House of Representatives Resolution 1976," Report No. 7712, ED 135 313.
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that "rrost campuses make substantial changes tCMard rrore effective
enfranchiserrent of faculty, students, nonfaculty staff and underrepresented elerrents of the public. "
Tb summarize, actors in the. budget process include individuals
and groups involved in the developrrent and implementation of educational
plans, revenue plans and expenditure plans, who rray be internal or
external to instibutions of higher learning.
Structure and the Budgetary Process
The literature cited that roles and positions, communication
networks and work flow utilized by actors in the organization should
be reflected in the budget process.

The observations in the field

study o-nfirrred that the fonnal lines of authority and ocnmunication.
utilized by the colleges and universities in arriving at organizational
decisions were mirrored in the process of formulating resource acquisition, allocation, and control and rranagerrent decisons.
As cited in the literature, there appeared to be no uniform

rrOdel that adequately describes, explains and· prerlicts the structure
and operation of nursing departments as a type.

This was also evident

in the diversity of the placerrent of nursing department 'within the
sample school's organizational structure, i.e., four were organized
as separate proffesional schools, two were departments within a division
in a college, three were departrrents within a college, and one was a
division within a college.

This confirms Peterson's view that

"the

alnost unending array of variables· and theoretical constructs used
to describe departrrents reflect the ambiguity and uncertainty about
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their underlying nature or the basis of their structure." 15
Nursing dep3.rtrrents in the schools investigated were internally
structured on the basis of: • the content of the educational program,
e.g •.,: cillinical specialty areas, or, rrethod of teaching, and organization
of the curriculum into levels.

This was specially true in schools·

where the discipline of nursing was organized as a separate school.
In institutions where nursing was a sub-unit of a given rollege, the
discipline of nursing becarre the basis for its organizational

place:rren~.

From a social influence or exchange viewpoint, the patterns of
role behavior, leadership style, productive activity, deeisionmru~ing
activities, values, and role expectations of nursing administrators and
faculty have to be considered in the light of their ho:rrogenei ty, being
/

predominantly female, and all belonging to one professional

discipline.

Some indicators of the basic social influence or exchange patterns within nursing departments are their service-oriented mission, the identification of nursing administrators with their profession ·as evidenced by
their high -rate of turnoveli" and rnbbility suggesting that
"cosnopolitans"

rather than

th~y

are

"locals"; their lack of sophistication in

research, and their status as neophytes in the arena of higher education.
~~a __ fornal

organization, nursing departments tend to fit the

ronceptualization of departments as formal bureaucratic structures
governed by formal rational processes, as evidenced by their organizational charts, formalized job descriptions, rational analysis of goals
15Marvin w. Peterson, "The Academic Department: Perspectives.
from Theory and Re3earch," in EXamining Departmental Ma.nage:rrent: New
Directions for Institutional Research, John c. Smart and Janes R.
1-bntgc>~rery, eds., {San Francisro:
Jessey Bass Inc.) 1976, pp. 20-24.
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and objectives to be accomplished, and definition of the nursing administrator's role in a formalized manner.

The formality and standardization

characteristic of nursing deparbnents could be attribut'ed to the variety
of rules and regulations they must adhere to from within and outside the
institution, e.g. rules of academic governance, statutory and accrediting
requirenents.
As

a technological organization, nursing appears to be a fore-

runner in using technological devices as evidenced by the fact that all
of the nursing schools participating in this study had auto-tutorial
nursing media centers.

Hcwever, as pointed ou in the section on tech-

nology and the btrlgetary process, they have not adopted available technologies for resource allocation decisions.
As a political organization, riursing departrrents nay be des-

cribed as rrotivated by their concerns to prove nursing's place within
institutions of higher edu:::ation, as evidenced by their involverrent
in isntitution-wide committees, and by their lobbying efforts for continued national and state funding of university-based baccalaureate
nursing programs.
From a systems viewpoint, nursing nay be described as a complex
open social organization characterized by its interaction with other
academic units within the university, and with the outside envirornuent
as evidenced by the number of off-campus cooperating agencies required
for clinid:al instruction of nursing students.
All of the foregoing observations al:x:mt the organizational
structure of nursing programs within the institution, and their characteristics as academic departments within colleges and universitties
have implications in the strategies they adopt in the preparation,
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presentation, authorization, implementation, and evaluation of the budget.
This is dealt

with in greater detail in the section on strategies and

the budgetary process.
In sumnary,

the structural characteristics of the nursing depart-

rrents participating in this study may be described as reflective of:
(1) the configuration of the formal lines of authority and communication
characteristic of the parent institution,

(2) the degree of standard-

ization, formalization, centralization, and flexibility characteristic
of the parent institution,

(3) the formal and informal conrnunic;:ation

networks operant within the parent institution,

and

(4) the roles and

positions as defined by the parent institution.

Therefore, it is in-

cumbent upon each nursing school to evaluate its placement within the
organizational structure of its parent institution with a view toward
determining which Configuration would provide them.the most effective
span of control, unity of conmand, appropriate authority, and power
as a sub-unit of the institution.

.Additionally, nursing schools must

be sensitive to, aware of, and ready with action plans to respond to

changes resulting from increased costs, developrent of new structures
created by technology, and the probable diffusion of authority and
decision making power resulting from the increasing role of agencies
outside the institution, i.e. _regulating, accrediting, coordinating
and funding agencies.
Technology and the Budgetary Process
There is a wide gap between the

a~ilability

and utilization

of the technology of budgeting, planning, and management as described
in the literature and as extant in the schools investigated in the
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field study.
This observation confirms the views held by educators, specialists,
and technicians, as well as the lay public that there is a time lag between knc:Mledge, cornmmication, interpretation, rationalization, adoption
and use of technological inventions.

The literature cited that this

tirre lag has been declining within the last decade.
The failure of nursing administrators to utilize sophisticated
technology in budgeting could be attributed to:

(1) the use of tradi-

tional approach to budgeting which does not require much analytical
studies based on technological approaches,

(2) thei:r lack of aware-

ness of the availability and potential use of technological resource
allocation aids,

( 3) their compliance with standard operating practices

within their parent institutions which at the ti.rre of this study were
not reflective of technologically-induced data analysis.
The lack of awareness by nursing

~dministrators

of the avail-

ability and use of technological aids to budgeting appears plausible in
light of the fact that none of the nursing administrators who participated in this study received any orientation or in-service training on
\

budgeting in thek :p:trent institution.

Additionally, all of the adminis-

trators were professional nurses and those wm had educational preparation beyond a masters degree in nursing indicated that they had limited
exposure to formal course 'V-X)rk on budgeting.

Ho.vever, the fact that

three of the nursing administrators reported that they had attended
national workshops an budgeting in nursing schools conducted by professional nursing associations, suggests that
is being accorded to budgeting.

~eater

attention and concern

Additionally, one of the schoools :p:tr-
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ticipating in this sttrly was rernrted to have used. an outside consultant
on cost-analysis for the nursing program.

Thus, there is a definite

noverrent tCMard the acquisition of broader knowledge and skills related
to budgeting anong nursing school administrators.
The apparent failure of the parent institutions to employ
sophisticated technology may be related to the size of the institution,
the private or public nature of the institmtion, and the skeptical

attitude toward use of wuantitative techniques in education.
The larger the institution, the greater the data that need to
be corrrnunicated and therefore, technological devices could facilitate
data analysis and data dissemination.

This was denonstrated by the fact

that both of the state schools that belong to a state-wide university
network had access to technology-produced data base such. as forecasting
and retrospective student enrollrrent studies, while only one of the

administrators in the private schools indicated that she had access to
such studies in her institution.
Another factor which influences the use or lack of use of
devices is the cost involved in terns of the technological device itself,
the staff that is needed to operate or v..urk the device, and experts to
interpret the data produced.

The one private school administrator who

cited use of forecasting studies indicated that her institution had a
federally funded project for the expressed purp::>se of the development
planning, budgeting, management, and evaluation systems in the
institution.
The attitude toward employing quantitative techniques to
measure the essentially qualitative process of higher education has
been· described as one of resistance and skepticism.

lawrence and
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Service explained that this attitude arises from the impression that
such approaches are oriented only toward things and pay no attention to
people.

They cited several factors which contributed to the suspicion of

quantitative approaches and reluctance by educational administrators to
believe they can contribute positively,including:
1.

2.
3.
4.

overenthusiasm of early proponents, apparent lack of concern for
human values and issues or frequent oversimplification of the
difficulties and complexities involved
capabilities often oversold and results many times fell short
of expectations
.
financial aid and human resources required to implerrent quantitative approaches were often seriously underestimated
applications often pursued in isolation from the "big picture"
and crucial factors such as wide-scale understanding and
acceptance, the political envirorurent, and the potential
negative effects on other organizational units and programs
frequently overlookedl6
Baldridge and others predicted that there will be a proliferation

of centralized information systems and there will be huge volumes of
infornation on faculty, curriculum, student enrollrrent, and capital
expenditures.

They pointed out that since administrators can devote

considerably more time studying this information, that faculty influence
would be undermined since there
and expertise of the faculty.

~uld

be less dependence on the opinion

However, they cautioned that unions

would counterbalance this effect because the law provides for unions to
have access to information which prior to the formation of unio:vts, was
considered privy to administrators. 17
16I.awrence and Service, Quantitative Approaches, p. 17.
17

Baldridg~et. al., PolicY Making and Leadership, p. 231.
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Several recommendations are applicable to the institutions who
participated in this stu::ly.
1.
2.

3.

Baldridge and others strongly advocated that:

Specific managerrent infonnation system be developed and· tested
in the working envirorurents of small colleges which limited
financial and human resources
Existing management information systems be carefully adapted to
rreet needs and resource capabilities of sma.ll colleges by means
of subprograrrs, information storage, retrieval systems, and
cooperative consortia
That a small college considering the adoption of ma.nagement
informatf~n system including provision for ma.nagement training
programs
.
To sumrrarize, there appears to be an unquestionable chasm between

what was cited in the literature in terms of technological aids to
decision-ma.king, and the noticeable lack of use of these aids by both
the parent institutions and the nursing departments within them, in
the preparation, presentation, authorization, implerrentation, cind
evaluation of the 1976 fiscal year nursing program bu::lgets.
In the light of the fact that colleges and universities have

become the object of increased scrutiny by external agencies and face
continuing pressures for improved accountability, greater
must be given to evolving analytic rrethodologies.

consid~ation

Nursing programs and

their parent institutions must respond by utilizing the technology
cited in the literature in developing better measures and means of
analyzing the use of resources, i.e., \\Urk load analysis, unit oosts,
and stu::lent loads indoced on. academic departrrents, ,arrong others.

Strategies in Btrlgeting
Since the bu::lget docmrent is a synthesis of the educational
plan, the expenditures plan and the revenue pla, it follows that
l8Ibid.
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btrlgeting strategies must be directed toward each of these COITlfOnents.
As cited in the literature, strategy is a :multidirrensional construct.

However, Ansnoff's description of strategies as "means by which goals
nay be attained" nay be crnsidered as a generic definition.
Within the context of budgeting, the continuum of strategies
cited by the literature -

control, power, change, and social influence -

nay be viewed as they relate to tasks, actors, structure, technology
and environment associated with the budgetary frocesses.
Strategies in Budget Preparation
From the responses given by the nursing administrators during
the interviews, and from the study of documents related to budget
planning, e.g. organizational charts, job descriptions, curriculum
plans, school catalogs, accreditation reports, budget staterrents,
there were indications that each of the nursing programs participating
in this study had fully developed educational plans, reflective of
institutional goals, objectives and priorities.
Explicit statutory requirements, well-defined accreditation
guidelines and a high degreee of awareness of these requirements on the
part of the nursing administrators,explain the high degree of sophis-

tication

derronstrated in the developrrent of these educational plans.

These educational plans were indicative of the consideration given to
what Dressel and Sinon referred to as the four types of variables
representing the principal features of a department:
{2) role,

(3) staffing,

and

(1) process,

(4) cost variables.

It was readily apparent. that answers to the following questions
were jointly arrived at by nursing administrators, faculty and

stud~s
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in each of the schools:
1.

What is nnique about the discipline?

2.

What rrodes of instruction are required by the discipline?

3.

What is the' ~required mnnber or core of specialization that
must be represented to have a "legitimate" department?

4.

What are the competencies, knowledge, and values to be
acquired by the students?

Are the outco:rres defined clearly

enough that the success of the depart:rrent can be appraised?
Does the acquisition of these skills reflect or dete.rmine the
internal processes of the department?
The above questions address Dressel and Sirron' s "process"
variables which describe the instrinsic structure of a discipline and
its instructional modes.

The Illinois Nurse Practice Act stipulates

the nature of the discipline of nursing, and the Rules and Regulations
to promulgate the Nurse Practice Act are explicit about the modes of

instruction required, the number and quality of clinical specialization
comprising a baccalaureate nursing program, and the essential body of
knowledge and competencies required of a professional nurse.

Profes-

sional accreditation guidelines parallel these process variables.
Public accountability rreasures in the form of licensure exams and
codes of professional conduct serve as added impetus to the strict
compliance with guidelines related to these variables.
At the institutional level, and at the level of the nursing
department, there were indications that "role" variables were considered in the preparation of the bduget.
these variables include:
programs,

(2) size,

As cited in the literature

(1) mix between graduate and nndergraduate

(3) quality,

(4) public service,

(5) research,

291

tl

(6) service (major vs. nonmajor),

and

(7) priority.

The differences

among the schools in these variables appear to be related to the public
or private nature of the institution, its church-affiliation, funding
base, philosophy, goals and objectives, and stage of historical
development as an institution.
Staffing variables were major considerations in the preparation
of the operating budget.

The major concern assigned to staffing stems

from the shortage of adequately prepared nurse faculty and the competition for a limited faculty pool posed by non-baccalaureate nursing
programs.

Addtionally, statutory and accrediting requirements are

explicit regarding the quantity, quality, and mix of nursing faculty.
Affirrrative action plans, rank, promotion, and tenure requirements
were also given close attention.
In all of the schools participating in this study. staffing
requirements were based on the instructional load of the depart::rrent
based on:
1.

Student course enrollrrents or clinical specialty

2.

Student credit hour production

3.

Mandated faculty-student ratios

4.

Non-instructional activities (research, advertisement, service)

The variables that were not given as close a scrutiny as suggested by the literature were the "costs" variables.

As cited in the

literature, cost variables include both direct and indirect costs that
stem from process or role variables, input costs for courses and
department requirements.
The literature cited ad wide array of techniques for cost
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analysis, and cost-benefit studies ranging from scenarios, simulation,
decision trees, to use of games and models.

In practice, the nursing

administrators limited their cost analysis to the amount of increase
or decrease assigned to each of the line-item object of expenditure
based on the previous bu:igets of the nursing program.
direct costs -

Thus, both

incurred in direct instruction, and indirect costs

incurred in support personnel and servioes, were arrived at based on
budget histories, rather than upon rreaningful cost rreasures and
standards.
It is interesting to note that in the school where the nursing
faculty were organized for collective bargaining, the faculty negotiating team tended to emphasize process, role, am staffing variables,
while the administrative negotiating team tended to emphasize cost
variables.
Apropos to the lack of analytical concern accorded to the
expenditure plan, was the lack of detailed attention given by the
nursing administrators to the comparison of required resources with
available resources.

As

cited earlier, the majority of the nursing

administrators did not pay close attention to the revenue plan.
There were no indications that a concerted effort on the part of the
nursing faculty, administrators, or. students was directed to adressing
the following questions as suggested in the literature:
1.

Is the incorre projection reasonable?

2.

What can be done to enhance the possibility of generating
additional funds for this particular program?

3.

Are the resource requirerrents (personnel, operating supportr
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equipment and space) reasonable projections?

1

4.

What can be done to reduce the need for resources while
still maintaining the effectiveness of the program?

Some plausible reasons for the lack of attention given to the
revenue plan are related to:

(1) The political

and funding envirorurent

favorable to nursing, by virtue of societal demands for health care services.

Although all of the administrators expressed concern over the

potential loss of capitation rnonie (per capita subsidies to institutions
with nursing programs based on nursing enroll.rrent figures) none of L"'1ern
exhibited a sense of urgency about this matter, since this threat does
not appear to be immediate,

(2) The lack of attention given to formal-

ized and institutionalized long-range planning, at the time this study
was conducted.

The financial crunch faced by the parent institutions

appear to stultify efforts directed to long-range planning, sj,nce most
of the institutions were cncerned about making both ends rreet per academic year.

However, as indicated in the case study presentations,

nine of the schools adopted formalized planning councils at the beginning of the 1976-77 academic year.

This indicates that institutions

of higher learning are gradually accepting strategic planning practices
comnon in business settings.
Strategies for Budget Presentation
Internal to the institution, the strategies utilized by the
nursing administrators in the presentation of their

budgets were based

on their legitimate power and compliance with standard procedures.
Since no problems were reported by the nursing administrators in relation
to the presentation of their budgets, it appears that these strategies
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were adequate.

However, in the event that shifts in funding and

enrollrrent occur which would weaken the power base of nursing, it is
probable that strategies related to coercive and utilitarian control
will be employed by both the institution and the constituents of the
nursing program in presenting their case for survival.

In the presentation of the budget ot external agencies, i.e.,
coordinating and funding agenices, there were indications that nursing
is subject to public accountability as evidenced by the independent
audits of funds allocated to nursing require:l by the funding agencies.
With the introduction of program perfornance accounting in higher
education, which could serve as the basis for funding allocations, it
would be beneficial for nursing as a professional group to establish
and systematize a program performance data bank through interinstitutional cooperation among all baccalaureate nursing schools in the state.
This data bank could be used by individual schools in developing policy
decisions regarding the alternatives that nursing schools could take in
confronting political, technological, social, and economic changes
internal and external to the colleges or universities where they are
based.
Strategies for Budget Authorization
At the time this study was condocted, there appeared to be no
indications that nursing as a professional group needed extraordinary
measures to obtain authorization

o~

their budget requests.

This is

explained by the fact that the political and economic environment are
favorable tc:Mard nursing, reflective of the value and priority
attached by contemporary society to hunan services soch as those
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offered by nursing.
Strategies that are related to power, control, change, and
social influence remain to be employed by the profession of nursing to
ensure that the environrrent internal and external to institutions of
higher learning remain favorable toward nursing education.

As

the

najority of the health care force in this nation, nurses have power
related to their number.

They could harness this pawer in political

ways to influence legislators and members of coordinating and funding
agencies.
Strategies for Budget Implementation
Control strategies employed in the implementation of the nursing
bu:lget were trnse related to the legitinate and official power of the
chief nursing administrator and the academic officer superordinate to
the nursing program.
measures such as:

The literature cited a wide array of control

accountability measures, cost-effectiveness measures

and cost-benefit measures.

A plausible reason for the lack of cost-

effectiveness measures is the traditional-incremental approach to budgeting used by the majority of the schools.
approach,

In the traditional budgeting

the emphasis is on a balanced budget, and the relationships

of prime concern are between planned and actual expenditures and receipts, rather than the relationship between activities related to
objectives, and their fiscal implications.
Cost standard systems are arrived at through analytical studies
based on quantitative, systems-oriented approaches characteristic of
program budgeting.

IkYwever, the tradtional budgeting approach relies

on accolll1ting and auditing activities in budget implementation v1ith
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and outputs (rreasurable objectives) •
Since nursing schools have highly developed educational plans
based on objectives expressed in rreasurable behavioral outcomes, it
seems logical for nursing schools to adopt program budgeting strategies,
e.g. zero-based bu:lgeting.

Prop:ments of this approach cited that zero-

based bu:lgeting accrues such advantages as:

cost savings through

identification of low oost alternatives, methods and programs, better
staff morale, cost conscious staff, increased communication, increased
work.satisfaction from observable reports, better budget justification,
and less empire building.
If nursing schools decide to adopt program budgeting, the
following recommendations will facilitate the transition from a
traditional to a program approach:
1.
2.
3.

Develop and implement a plan and strategy
Establish decision points and time frarres
Design proper forms (decision packages must fit budget
and accounting system)
4. Educate the staff
5. Use expert help and trial run through
6 • Provide resources for costing out program
7. Allow proper time for successful implementation once
groundwork is completedl9
Strategies for Budget Evaluation
None of the schools participating in this study undertook
budget evaluation in the rrode suggested by the literature, which was
19Jarres L. Harvey, Zero-Based Budgeting in Colleges and
Universities, (Littleton, Colorado: Ireland Educational Corporation,
1977), pp. 12-15.
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to compare program costs with program outputs.

The obvious reason

for this failure is tied with the traditional-incremental approach
to budgeting.

The primary mission of the traditional-incremental

budgeting is a balanced budget rather than the establishment of the
relationship between objectives and expenditures.

Additionally,

the single year fiscal planning period characteristic of the traditional
budget does not encourage systems-oriented analytical studies on inputoutput relationships.
Since nine of the ten schools investigated had electronic data
processing services, it is evident that these schools have the technological capabilities to undertake quantitative analysis.

The literature

also cited several ways of measuring ouputs such as the proposed "accounting structure for the outputs of higher education" consisting of instructional outputs, institutional environment outputs, research outputs
and public service outputs.

I

CHAPI'ER V

Sill1MARY, CON'CLUSION, AND RECOMMENDATIONS

SUMMARY

The pUTJ.X)se of this study was to identify, analyze, and compare
the tasks, actors, structure, technology, environment, and strategies
associated with the preparation, presentation, authorization, implerrentation, and evaluation of budgets, as described in contemporary literature
and as practiced in ten Illinois baccalaureate nursing schools in-relation
to their 1976 fiscal year nursing program budgets.
To generate from the literature, a ccmprehensive review of publications on budgeting from the fields of business, management, public
administration, econanics, organization theory, and higher education was
:undertaken.

'Ihe review of the literature was limited within the years

1964 to 1976, because of the rnidsixties which rrarked the end of the
golden decade in higher education sparked heightened interest in budgetary processes and strategies.

Since the locus of the study was the

nursing program budget for the fiscal year 1976, limiting the review of
the literature to 1976 provided a uniform baseline for comparison between findings gathered from the review of the literature and data generated from the field study of budgeting processes and strategies utilized in the 1976 fiscal year budgets of the nursing schools.
'Ihe data generated from the review of the literature was synthesized and presented in Table I, pages 95-112. To generate data on
the budgeting processes and strategies utilized in nursing schools, a
298
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field study of selected Illinois baccalaureate nursing schools which
I

involved site visits to the sample schools for the purpose of interviewing the nursing administrators resposnible for the 1976 fiscal
year budget, and studying documents related to the budgetary process
such as organizational charts, job descriptions, minutes of rreetings,
planning docunents, accreditation reports, and the school catalog.

Ten

schools were selected for the study based on the criteria that:
(1) The nursing school administrator must have been involved in the
preparation, presentation, authorization, implerrentation, and evaluation
of the 1976-77 nursing school budget,

(2) the nursing school adminis-

trator must at the tirre of the study still be employed in the sarre
nursing school in an administrative or teaching capacity,

and (3) the

admhlistrator must be willing to participate in the study.
The interviews were taped and were conducted with the aid of an
interview guide which was validated in pilot interviews prior to the
actual interviews.

Transcripts of the taped interviews were shared with

the nursing administrator who served as respondents for their validation
and amplification.

After the feedback on the interview t..ranscript was

obtained from each administrator, the findings frc:m the field study were
synthesized and presented in summarized formats in Tables 2-10, pages 234-252.
The synthesized data from the review of the literature within
the years 1964-1976, and the data from the field study focused on the
preparation, presentation, authorization, implementation and evluation
of the 1976 fiscal year nudgets of the ten participating baccalaureate
nursing schools and served as the framework for the comparative analysis
of the tasks, actors, structure, technology, environrrent, and strategies associated with budgeting.

300
Conclusions

I

1.

There are several years lag between the literature on

budget9IY processes and strategies and actual practice in selected
Illinois baccalaureate nursing schools.

The literature chronicled

the transition of budgeting approaches from the traditional-incremental,
line-item budgeting stage which emerged during the 1920's, to a shift
in perfornance budgeting in the 1950's, to the growing PJpularity of
program budgeting since the 1960's with the introduction of the PPBS as
a decision-rraking, budgeting tool by the Department of Defense.
In direct contrast to the literature, nine of the ten schools
still utilized the traditional-incremental approach to budgeting with
emphasis on line-item objects of expenditures, fiscal control of funds,
emphasis on a balanced budget, accounting and auditing practices and a
major concern for the relationship between planned and actual expenditures.
The budgeting rrodel used by nine of the ten schools was the rrost
significant factor in accounting for the similarities, and differences
in budgetary processes and strategies as described in the literature and
as practiced in the nursing schools.

For example, the literature cited

that in program budgeting, emphasis is given to the processes of budget
preparation and evaluation.
dealt

with in a casual,

In actual practice, these processes were

"business as usual"

way, which is attribut-

able to the fact that traditional-incremental budget does not demand much
pre-planning and fenerating of cost-effective alternatives.
The literature also cited that the budget serves as a highly
significant tool for planning.

In actual practice, the budget was viewed

rrore as an instrument for control rather than planning.

This was evident

in the fact that in all of the ten schools, the budgeting horizon was
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limited to a single fiscal year rather than a multi-year frame.

In

contrast to the program forrrat suggested by the literature, whereby
the budget expresses the goals and objectives of a particular academic
unit, in actual practice, the btrlget docl..llreilt consisted of line-item
objects of expenditures.
The literature offered a wide array of technological aids to
resource allocations such as the use of combine non-qmnti tative. approaches, i.e. , use of rrodels -

RRPM, -CAMPUS, PERI', scenarios,

Delphi technique, forecasting, gaming, decision trees, cost analysis
and conputer simulation, arrong others.

Only three of the parent ins-

titutions of the nursing schools investigated utilized forecasting
techniques, despite the fact that nine of the ten schools had electronic data processing services.
None of the nursing school administrators undertook any analytical studies such as cost-analysis in relation to the preparation or
evaluation of the 1976 fiscal year nursing budgets.

This might be

explained by the lack of awareness by the administrators of these
techniques, the lack of urgent concern for these financial issues, and
the lack of cost standards in nuring edocation.
Abundant and diversified strategies for budgeting were offered
by the literature such as the use of several budgeting m::xlels, e.g.,
zero-base 1 program budgeting, formula budgeting and, PPBS arrong others 1
but as noted earlier all of the schools except one, used traditionalincremental budgeting.

Strategies related to oontrol, pc:Mer, change,

and social influence were cited in the literature, but there were no

indications that these strategies were used in a planne<'i, systema.tic,
and deliberate manner by nursing administrators and by the nursing
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profession as a whole to generate innovative and long range plans that
"WOuld ensure continued funding for ba.ccalaureate nursing education.

This

was doc1.llTEilted by the fact that only two of the administrators cited involvement with political lobbying as a strategy for influencing legislators to continue state and federal funding for nursing schools.

The

fact that nurses constitute more than half of the nation's health manpc:Mer was not used as a leverage in any planne, fonml manner by any of
the nursing administrators, or by the professional nursing organizations.
Highlighting this fact in presenting documentation related to resource
allocation for nursing,

e.g~,

docillTElltation for budget request to

legislators, is a strategy which involves social influence.

Additionally,

in the documentation accompanying the budget requests presented to university officers, there were no indications that the role of nursing in
carrying out the service mission of the university was highlighted in a
deliberate, forceful manner.
2.

There are distinctive differences betwen private and

public schools in the processes of budgetary presentation and authorization.
The public schools had to present their budgets to agencies outside of
the institution which was not the case with private schools.

Public

schools presented their budgets to the Illinois Board of Higher Education
for review and recorrnendation and to the Illinois General Assembly for
ratification.
In terms of budget authorization, in private schools, the ultimate authority for budget approval is vested in the institution's
Board of Trustees, while in public schools, the ultimate authority for the
approval of the buiget is vested in the Office of the Governor.
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3.

All of the schools complied with statutory guidelines

I

pertinent to allocation of resources essential for the operation of
baccalaureate nursing programs.

In

all of the schools, the rules and

regulations stipulated by the Illinois Nurse Practice Act regarding
such areas as faculty-student ratio, educational preparation and qualifications of faculty, faculty mix based on clinical specialization,
facilities for instruction, adequacy of financial support from the
parent institution were observed.

This was docl.liTEI1ted by the fact that

at the tine this study was conducted, all of the nursing schools were
state-approved.
4.

In all of the schools participating in this study there was

a lack of active, direct and formalized participation by students in the
btrlgetary process.

This was true in all of the schools despite the fact

that in all of the schools formalized student participation was provided
in such areas as curriculum, student affairs and comrmmity relations.
The responses given by the administrators during the interviews indicated
that a few of them thought that participation in budgetary matters was not
an appropriate role for students; others indicated that the exclusion of
students from the budget review corrmittees was an oversight, or that the
role of the student in budgeting was not an issue in their schools.
5.

In all of the sample nursing schools, the nursing administrator

was the most significant actor in the budgeting processes related to the
nursing program btrlget.

The faculty's participation in budgeting in the

majority of the sample schools focused on the preparation and review
phases of the budget cycle.

The nursing administrator's responsibilities

cut across all the phases of the budget cycle incltrling the presentation
of the budget and obtaining approval of the nursing budget from her super-
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ordinate.

The nursing school administrator also served as the primry

control in the inplerrentation of the budget by virtue of her authority
and legitimate power as the chief fiscal officer for the nursing academic sub-unit of the institution.

Although nine of the sample schools

shared a commonality in using the traditional-incremental budgeting
m::del, there were differences in the strategies used in the preparation,
presentation, authorization, inplerrentation, and evaluation of the budget among these nine schools.

These differences in strategic approaches

stem from the differences in the experiential base, expertise, degree
of creativity, and leadership style of the nursing school administrator.
For example, a nursing administrator who was highly knowledgeable about
grant sources and had an expertise in grant writing is nore likely to
explore the feasibility of expanding the nursing program's revenue base
through grants, comp:rred to a nursing administrator without this
expertise.
6.

At the tine the fiscal year 1976 nursing program budget

was prepared and inplerrented, there was a favorable social, p:?litical,
and economic envirorurent for nursing education external and internal
to the institution.

This was supp:?rted by the fact that nursing

bu:lget reqtEsts were approved without any changes in all of the schools.
This favorable funding climate could be attributed to the spin-off
effect if legislative resr:onse to societal derrands for expanded health
care services, the stable and increasing enrollrrent in nursing programs
as a result of the derrand for nurses anda push toward continuing education for health professionals.
However, the reader is cautioned from concluding that the environrrent would always be supr:ortive of nursing.

Radical shifts in
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social priorities and student enrollment could weaken the financial
base for nursing which could result in an environment inhospitable to
nursing education.
7.

The process of budget evaluation received the least

attention arrong the budgetary processes.
schools.

This was true in all of the

There were no attempts to evaluate the budget in a formal,

systerratic m::umer, and in the node suggested by the literature, which
was to corrpare program costs with program outputs.

It is interesting

to FOint out that in light of statutory requirerrents and accrediting
guidelines, data related to such inputs as faculty, facilties, equipment and supplies, and data related to such outputs as credit hour
production, number of graduates who passed state boards, job placement
of graduates, graduates going on for advanced degrees, graduates staying or noving out of state, are readily available to administrators.
rhus it was somewhat surprising to note that budget evaluation was not
linked with program evaluation in the sarrple schools.
8.

The structure for the budgetary processes reflected the

placerrent of the nursing unit in the organizational structure of the
parent institution.

Formal lines of authority and conmmication in

budget matters followed the formal lines of corrmunication arrl authority characteristic of the parent institution.

For example, in insti-

tutions where nursing was organized as a separate nursing school, the
. nursing administrator re:p::>Dt.ed directly to the chief academic officer,·
usually in the second level of command in the institution and communicated with him directly regarding budgetary matters.

In institutions

where nursing was a department within a college division, the nursing
administrator reJ?Orted to a superordinate two levels below the chief
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officer of the institution.

In the latter situation, the

nursing administrator communicated indirectly with the chief academic
officer regarding budgetary matters through the division chairman, who
in turn reported to a college dean.
9.
schools.

There is a ripple tc:ward collective bargaining in nursing
By the academic year 1976-77, two of the ten nursing schools

were organized for faculty collective bargaining.

This could be a

side-effect of the push for women's rights, a reaction to an increasingly centralized rrode of governance and decision-:rnaking, which in
tUTil was brought about by the financial crunch confronting higher
education, and by managerial techniques based on systems-oriented
quantitative analysis of data.
10.

There is a trend toward the formalization of planning

activities within the institutions investig?ted.

Nine of the nursing

administrators reported during the interviews that institutional
planning was or;erational in their institutions by the academic year
1976-77, in the form of institution-wide planning councils directly
accountable to the president.

Nursing was represented in these plan-

ning councils either by the nursing adminstrator or a nursing faculty
rrerrber.

This could have, implications to the generation of data base

required for multi-year fiscal planning and could augur the adoption
of program budgeting in these schools.
11.

In contrast to the literature which portrayed wonen in

higher education as receiving less academic rewards, as paverless, and,
as disinterested in insitutional governance, there were indications
that nursing faculty who are predcmtinantly women, were adequately
rewarded, were aware of their potential power and were involved in
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institutional governance.

This could be attributed to the fact that

derrand for nursing faculty if greater than the supply, or, to the
side-effects

of stable and increasing student enrollrrent patterns in

nursing, the upsurge in worren 's rights rroverrent,

or, to a genuine

desire by nursing faculty to prove that nursing programs have a rightful place in institutions of higher learning.
12.

There is a lack of attention given to the education of

administrators in budgetary matters.

This was evident in the obser-

vation that none of the nursing administrators received any orientation
or in-service training on budgeting in their parenb institution.

How-

ever, it is interesting to note that at the tine this study was conducted, three of the nursing administrators reported that they have
attended national workshops on budgeting in nursing schools conducted
by professional nursing organizations.
Recortm2ndations
As a result of this study, the following recorrrrendations are

offered:
1.

Since this study appears to be the first research investigation

on budgeting in nursing schools, it is recoiTirended that this study be
replicated using a national sample.

The use of structured mailed ques-

tionnaire rather than the one-on-one interview technique is suggested.
2.

To bridge the gap between the literature and actual practice,

continuing education workshops on budgetary processes with emphasis on
strategies and technological approaches should be conducted by professional nursing
as appropriate.

organizations~

utilizing financial and other experts
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3.

Colleges and universities should conduct orientation and

in-service budgeting workshops for their administrators, faculty,
and staff with a view toward linking the planning process with
blrlgeting.
4.

Nursing administrators capitalize on the favorable climate

currently supportive of nursing education by generating strategies
and action plans designed to maintain this climate.
5.

Professional nursing organizations should conduct continuing

education workshops on the role of key legislators, national and state
coordinating boards in formulating policy decisions pertinent to
financing nursing education.
6.

Nursing schools through interinstitutional cooperative

efforts should generate alternatives to respont to technological,
political, economic, and social changes which could erode the financial
base of nursing education.
7.

Nursing schools through interinstitutional cooperative ef-

forts should generate strategies and action plans to create a climate
conducive to attracting funds for baccalaureate and higher degree programs in nursing.
8.

The nursing profession should evaluate the consistency of·

statutory and accrediting guidelines directly related to costs such as
faculty-student ratios with changing aconomic and technological forces
in nursing education.
9.

Nursing schools through interinstitutional cooperative

efforts should conduct cost-analysis and cost-effective studies and
develop cost standards for nursing education.
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The following areas for further research study are recomrended:
1.

The role of nursing administrators, faculty and students in

budgeting be further explored.
2.

The relationship between organizational structure and bud-

geting be further explored with a view toward s11<:Ming the relationship
between structural constructs of formalization, configuration, centralization, and flexibility and the various budgetary processes of preparation, presentation, authorization, implementation and evaluation.
3.

Studies focused. on collective bargaining in nursing schools

be conducted and the resultant effects on fiscal planning especially
budget preparation, presentation, authorization, implementation and
evaluation.
4.

Studies on best approaches to developing statements of

institutional mission, role, and scope and how they nay be quantified.
5.

Studies on how long range goals and objectives can be

incorporated into a budgeting process that links long-range planning
and resource allocation.
6.

Pilot studies designed to denonstrate the benefits of cost-

analysis and cost-benefit studies in financing nursing education.
7.

Investigations directed toward showing the relationship

between a particular budgeting nndel, e.g., traditional-incremental,
PPBS, with faculty rrorale and organizational clinate.
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APPENDIX A
INTERVIEW GUIDE

I

INTERVIEW GUIDE

Pre-Interview Procedure
Prior to the interview the following steps will be taken:
1.

The interviewee (nursing school administrator) will be contacted
by telephone to confirm the interView aptnintment.

The interviewee

will be informed that the interview will be taped and permission
to tape the interview will be obtained.
2.

The researcher will study the school catalog and related background information regarding the instiution and the nursing
program.

3.

Before the interview questions are asked, an overview and purtnse
of the stuly will be explained.

4.

The interviewee will be assured that priveleged information will
be kept confidential.

The interviewee will be infonned that a

written transcript of the intervisv will be shared to enable her
to verify and amplify data gathered during the intervisv.
Interview Procedure
Questions to Generate Background Data
on the Institution and the
Nursing Program
1.

Briefly describe the history of your institution and the
nursing program.

2.

Was the nursing program created as a result of an established
plan?

3.

What is the philosophy of your institution?
of the nursing program?

4.

What are the g6a1s, objectives and mission of your institution?
322
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of the nursing program?
three years?

I

HeM have these changed within the last

5.

Describe the organizational structure of the institution; of the
nursing program. HCM does the nursing program fint into the
structure of the total institution?

6.

HCM was the organizational structure of the institution and the
nursing program changed within the last three years?

7.

Within the last three years, what formal and informal planning
activities exist in the institution and the nursing program?
'What groups of individuals are responsible for planning? 'What
written documents have resulted from these planning activities?
How can I avail II¥Self of these documents?

8.

What impact did these planning activities have on the nursing
program?

9.

Ideally, what plarming activities 'WOuld you like to take place at
the institutional level and at the level of the nursing program?
Questions to Generate Data on tlie;Preparation,
Presentation, Authorization, Implementation
and Evaluation of the Nursing Program's
1976 Fiscal Year Budget

1.

What were the tasks related to the various pahses of budget planning: preparation, presentation, autmrization, implementation,
and evaluation of your 1976 fiscal year budget in nursing?
With each task you mention please cite and describe fully:
a.

Who was resp:msible for each task; role and position in the
organizational chart.

b.

HON

c.

The forrral and infernal comnunications related to each task.

d.

Expert assistance, problem-solving techniques, devices and

the institution and the nursing program was structured
to carry out each task.

other technology utilized to carry out each task.
e.

The t.irre frame related to each task.

f.

The conditions, internal and external, to the nursing
program and the institution affecting each task.

g.

The policies and procedures related to each task.
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h.

The formal and .infonnal procedure related to each task.

i.

The strategies you used as the administrative officer of the
nursing program in getting each task done.

2.

Describe the values internal and external to the .institution
and the nurs.ing program which had to be considered .in each phase
of plann.ing the 1976 fiscal year nursing program budget. What
strategies did you find effective in working with these values?
Which strategies did you f.ind ineffective? What thrests, opportunities, and constra.ints for plann.ing the 1976 fiscal year
budget did these values present?

3.

Describe the economic, political, social and other forces internal
and external to the institution and the nurs.ing program which
influenced your nursing budget for 1976-77. What threats, opportunities and constraints did these forces present? What strategies
did you f.ind effective in working with these forces? Which
strategies did you find ineffective?

4.

What threats 1 . opportunities and constra.ints did you encounter
with each phase of preparing, present.ing 1 authorizing, implenenting 1
and evaluating the 1976-77 nursing program budget? Which
strategies did you find effective in working with these threats,
opportunities and constraints? Which strategies did you find
ineffective?

5.

What risks did you !)ave to take in relation to the preparation,
presentation, authorization, implementation and evaluation of the
1976-77 nursing program budget? What strategies did you find
effective in dealing with these risks? Which strategies did you
find ineffective?

6.

What were the goals and objectives of the nursing program
specific to the academic year 1976-77? What were your priorities?
Haw were these priorities arrived at?

7.

Upon what assumptions or premises was the 1976-77 nursing
program budget based?

8.

What relationship existed between your program, goals, objectives,
and priorities, arrl the goals, objectives and priorities of the
1976-77 nursing program budget?

9.

How far into the future do you make budget projections? Why?

10.

What human and physical resources were needed to support your
1976-77 nursing program goals, objectives and priorities?
Haw were these resource·-requirements estimated; ·when; haw far
into the future do you project these estimates? What data base
was used in arriving at these estimates? Who had the responsibility to rronitor 1 update and maintain these data base?
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11.

Hc:M did your 1976-77 resource requirements compare with what
was available? How was the availability of resources determined?
by whom?

12.

How were the resources that were available located? By woom?
What policies and procedures existed in relation to allocation
of resources? Haw did you bridge the gap between the available
resources and the resource requirements needed to support your
1976-77 nurs±ng program?

13.

How were your resource requirements translated into costs?
by whom? what guidelines were used in translating resource
requirements to costs?

14.

What were your predictable incorre sources?
incorre sources?

15.

Who was responsible for maintaining, up:lating and monitoring
your incorre sources? How? Why? When?

16.

What were your predictable expenditures? unanticipated expenditures? unanticipated expenditures? How did you deal with
unanticipated expenditures?

17.

What relationship existed between your anticipated incorre and
anticipated expenditures?

18.

How are operating expenditures arrived at?

19.

Who had the responsibility for generating income to support
your 1976-77 nursing program?

20.

What expectations existed regarding the anount of incane that
nursing program soould generate?

21.

Who had control over the income produced by the nursing
program?

22.

How do you know how much income is generated by the nursing
program?

23.

What was your role, the role of the nursing faculty, and,
students in fund-raising and development activities?

24.

Ideally, what do you consider as the rightful role of the
nursing school administrator, nursing faculty and students
in fund-raising and development activities?

25.

What information were included in your 1976-77 nursing progra,
budget decurrent?

r.T

26.

unpredicted -

capital expenditures?

To whom was the 1976-77 nursing budget dOCUI'l'Ent presented?
How? Why? When?

1
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27.

When was the '1.976-77 nursing p.!.X)<JI-·am budget considered official?
Who had the ultimate responsibility for authorizing the nursing
program bu:lget?

28.

What was your role, the role of the nursing faculty and students
in approving the 1976-77 nursing program budget?

29.

What reports did
program budget?
What infonnation
reports go? Who

30.

What standards were used to measure the effectiveness of thel976-77
nursing program budget?

31.

How well received was the 1976-77 nursing program budget?

32.

What information concerning the 1976-77 nursing program budget
was considered confidential? Why? What strategies did you use
to maintain confidentiality? What problems did you encounter?
Haw did you work with these problems?

33.

What alternative budget plans did you prepare for the 1976-77
academic year?

34.

What alterations or adjustments in your 1976-77 budget plan did
you have to make during the course of the year? Haw? Why? When?

35.

What human relations problems did you encounter in the preparation,
presentation, authorization, implementation and evaluation of the
1976-77 nursing program budget? What strategies did you find
effective in dealing with these problems? Which strategies ·were
ineffective?

36.

What documents did you use in preparing the 1976-77 budget? How
did you use such references as the "National League for Nursing
(NIN) Faculty Salary Survey", the "Illinois Implementation
Corrmission ori Nursing (IICON) Report" and the "Department of
Registration and Education Armual Report on Nursing?"

37.

What fonnal and informal group activities of nursing school
administrators would you recommend to help in acquiring more
knowledge and skills with budgeting?

38.

How did you use your 1976-77 nursing program budget plan as a
tool for management? for planning? for organizing, for coordinating and directing? for control? for evaluating?

39.

How was the 1976-77 nursing program bu:lget plan evaluated?
by whom? haw? when? why?

you receive regarding the 1976-77 nursing
Haw often did you receive these reports?
were inclu:led in these reports? Where do these
did you share these reports with?

I
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~e.

Hovv can I avail myself with written inforrration, materials, docunents,
reports related to the preparation, presentation, authorization,
implementation and evaluation of your 1976-77 nursing program budget?
Questions to Generate Background
Data on the Respondent

1.

Please describe your educational and work background.

2.

Please describe your work history in this institution.

3.

What forrral or informal experiences have you had with budgeting?

4.

What orientation and in-service programs on budgeting have you
participated in? Hovv? hlhen?

5.

Describe an ideal orientation and in-service program on budgeting
for nursing school administrators.

6.

Describe your concept of planning as a tool of rranagerrent.

7.

What are your views concerning budget planning?

8.

·,·What pitfalls and pay-offs should be expected from budget planning?

9.

Describe your concept of the· ideal budgeting process.

10.

\~at

suggestions do you have for enhancing my study on budget
planning processes and strategies in nursing schools?
Post-Interview Procedure
After the initial interview the follovving steps will be

taken:
1.

Content analysis of relevant docunents to validate the data gathered
during the interview and to obtain additional data.

2.

A written transcription of the tared interviews will be nade.
These transcripts will be shared with the interviewee for feedback,
validation and amplification of data gathered during the interview.

3.

A telephone survey will be conducted to obtain feedback and additional data as needed from participating administrators.
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